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INTRODUCTION 


These  Guides  have  been  prepared  "with  the  assistance  of  a considerable  number 
of  county  office  managers  and  State  Office  personnel,  for  the  purpose  of 
helping  managers  deal  with  some  of  the  major  problems  involved  in  running 
their  offices.  The  subjects  discussed  are  matters  that  have  been  found  to 
have  an  important  effect  on  the  efficiency  of  county  office  operation.  Be- 
cause of  the  participation  by  field  personnel,  it  is  believed  that  the  Guides 
contain  many  ideas  which  can  be  of  practical  help  in  the  task  of  managing 
ASC  county  offices. 

No  general  guide,  however,  can  give  a manager  the  answers  to  the  specific 
problems  which  confront  him  day  by  daj'-.  It  can  only  state  general  princi- 
ples or  suggest  methods  which  he  can  make  use  of  in  dealing  with  individual 
persons  and  concrete  tasks  in  his  own  office.  He  must  discover  for  himself 
what  value  these  principles  and  methods  have  and  how  they  can  be  adapted  to 
the  circumstances  and  problems  existing  in  his  county  office,  which  is  dif- 
ferent in  countless  ways  from  any  other  county  ASC  office  in  the  United 


States , 


In  management,  as  in  any  other  profession,  discussion  with  other  persons  who 
have  similar  problems  can  be  very  helpful.  With  this  in  mind,  the  Guides 
have  purposely  been  written  in  such  a fom  that  they  can  serve  as  a conven- 
ient outline  for  discussion.  We  believe  it  will  be  profitable  for  the  field- 
man  and  the  managers  in  his  area,  as  a group,  to  discuss  the  problems  of  man- 
agement of  ASC  county  offices,  exchange  ideas,  turn  them  over  in  their  minds, 
test  them  against  their  own  expeid.ence,  and,  to  the  fullest  extent  possible, 
develop  out  of  their  own  thinking  the  practices  which  will  enable  them  to 
carry  on  their  work  as  managers  with  maximum  effectiveness. 

Section  1 of  the  Guides  is  addressed  to  the  County  Committee,  The  remaining 
sections  are  addressed  primarily  to  the  manager,  although  some  will  be  of 
direct  interest  to  county  office  employees. 

We  hope  very  much  that  county  office  managers,  fieldmen,  and  other  State  Office 
personnel  will  send  in  comments  on  the  Guides  and  suggestions  for  improving 
them.  Letters  should  be  addressed  to  the  Area  Director  and  forwarded  to  him 
through  the  State  Office, 
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BOOKS  TO  READ 


Robert  D,  Loken  and  Earl  P.  Strong,  Supervision  in  Business  and  Industry. 
(Funk  and  Wagnall,  19U9).  Deals  with  supervision,  organization,  planning 
and  control,  training,  and  human  relations, 

Alfred  M.  Cooper,  How  to  Supervise  People.  (LfcGraw-Hill,  third  edition, 
1^52).  In  addition  to  dealing  with  supervision  as  such,  contains  an  ex- 
cellent discussion  of  how  to  train  employees,  prevent  accidents,  and  im- 
prove employee  contacts  with  the  public, 

George  D,  Halsey,  Supervising  People.  (Harper  and  Brothers,  revised  edi- 
tion, 1953).  In  addition  to  supervision  as  such,  deals  with  selection  of 
employees,  training,  holding  meetings,  preventing  accidents,  etc, 

Donald  A.  and  Eleanor  C,  Laird,  The  Technique  of  Handling  People.  (McGraw- 
Hill,  revised  edition,  195U). 

George  R,  Terry,  Office  Management  and  Control,  (Richard  D.  Irwin,  inc,, 
revised  edition,  1953) . Suggested  only  as  a reference  book.  Covers  all 
aspects  of  office  management,  including  organization,  layout,  equipment, 
files  and  records,  employee  selection,  supervision,  training,  improving 
procedures  and  methods,  planning,  and  control. 
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SECTIQfJ  1.  RESPONSIBILITIES  OF  THE  COUNTY  ASC  COIvIMITTEE 


WHAT  TO  KNQI  OR  DO 

WHAT  IS  INVOLVED 

( Steps ) 

(Items) 

1. 


2. 


The  Coiinty  ASC  Commit-  j a. 
tee  is  responsible  for  | 
general  direction  of  | 
all  assigned  ASC  pro-  j 
grams  in  the  county. 


Employ  a capable  coun- 
ty office  manager. 


b. 


a. 


This  responsibility  is  exercised  under  the 
direction  of  the  State  ASC  Committee  and 
within  established  national  and  state  pol- 
icies and  requirements. 

The  County  Committee  has  general  responsi- 
bility for  seeing  that  programs  are  effi- 
ciently administered. 


The  County  Committee  should  employ  a capa- 
ble and  well-qualified  county  office  man- 
ager, subject  to  national  and  State  Office 
regulations. 


b,  A newly  elected  committee  should  keep  in 
mind  that,  if  farmers  ar^e  to  receive  good 
service,  the  manager  must  have  detailed 
knowledge  of  complex  programs  and  pro- 
cedures, This  knowledge  can  be  acquired 
only  over  a considerable  period  of  time. 


c.  The  committee  has  a right  to  expect  the 
manager  to  carry  out  its  policies  and 
decisions  in  good  faith  and  to  the  best 
of  his  ability, 

d.  When  a new  committee  is  elected  it  is  not 
necessary  to  issue  a new  appointment  if 
the  manager  is  continued  in  office. 


3.  Serve  as  a board  of 
directors. 


a.  The  task  of  the  County  Committee  is  sim- 
ilar in  several  respects  to  that  of  the 
board  of  directors  of  a bank  or  other  lo- 
cal business  or  a school  board. 


b.  The  job  of  the  County  Committee  is  not  to 
run  the  office  or  attempt  to  manage  day- 
to-day  operations,  but  rather  to: 

(1)  Set  general  policies  covering  programs 
and  administration. 
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RESPONSIBILITIES  OF  THE  COUNTY  ASC  COfIMITTEE 


WHAT  TO  KNCJ/  OR  DO 
(Steps) 


3.  (Cont.) 


(2) 


WHAT  IS  INVOLVED 
( Items ) 

Review  work  plans  and  make  sure  that 
they  are  sound. 


(3)  Review  the  progress  of  work. 

(U)  Make  sure  that  the  manager  is  adminis 
tering  the  work  efficiently. 


(5)  Consider  major  program  and  administra- 
tive problems. 

(6)  Make  decisions  reserved  to  the  Committee 
because  of  their  importance  or  nature. 


U.  Work  through  the 
manager. 


a.  See  that  the  manager  understands  clearly  the 
p3J.cies  and  decisions  of  the  committee, 
give  him  the  authority  he  needs  to  carry 
them  out  and  to  run  the  office,  rnd  then  hold 
him  responsible  for  results. 

b.  Stand  back  of  the  manager  and  give  him  full 
support. 

c.  If  it  appears  that  the  manager  is  not  doing 
as  good  a job  as  he  should,  sit  down  Ydth 
him  and  the  fieldman,  talk  it  over,  and  give 
the  manager  ar^  help  possible. 

d.  It  may  be  found  that  the  difficulty  is  due 
to  the  fact  that  the  manager  did  not  clearly 
understand  what  the  committee  expected  or 
the  committee  did  not  fully  understand  the 
procedures  the  manager  must  follow  or  prob- 
lems -vh  ich  he  faces . 

e.  There  diould  be  the  closest  possible  under- 
standing and  cooperation  between  the  com- 
mittee and  the  manager  at  all  tiroes. 


5.  Do  not  give  instruc- 
tions to  employees. 


a.  The  manager  is  responsible  for  hiring  em- 
ployees and  should  employ  the  best  persons 
he  can  find  for  the  job* 
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RESPONSIBILITIES  OF  THE  COUNTY  ASC  COMMITTEE 


WHAT  TO  KNOV;  OR  DO 
( Steps ) 

V/HAT  IS  INVOLVED 
( Items ) 

5.  (Cent,) 

b. 

Do  not  by-pass  the  manager  by  giving  in- 
structions to  individual  employees. 

(1) 

To  do  so  will  confuse  employees  and 
make  it  difficult,  if  not  impossible, 
for  the  manager  to  supeivise  them  ef- 
ficiently. 

6.  Review  plans,  opera- 
tions, and  expendi- 
tures. 

a. 

Shortly  before  each  annual  program  is  about 
to  get  under  way,  discuss  with  the  manager 
his  plans  for  carrying  it  on. 

(1) 

Consider  what  action  will  be  neces- 
sary to  make  the  program  a success. 

(2) 

Review  any  difficulties  encountered 
last  year  and  discuss  how  to  avoid 
them. 

b.. 

Each  month  ask  the  manager  to  tell  the 
committee  irtiat  major  jobs  are  coming  up 
during  the  next  month  and  how  he  plans  to 
handle  them. 

(1) 

Discuss  these  plans  with  him  and 
satisfy  yourselves  that  they  are 
sound  and  within  budget  limitations. 

c. 

At  the  first  regular  meeting  each  month: 

(1) 

Discuss  how  the  work  is  progressing. 

(a)  Ask  the  manager  to  report  on 
the  progress  of  each  program. 

(b)  Has  it  been  necessaiy  to  make 
any  changes  in  the  plans  pre- 
viously discussed? 

(c)  Is  the  work  getting  done  on  time 
or  are  there  backlogs? 

(d)  What  problems,  if  any  have 
arisen  and  Tiiat  actions  are 
necessary  to  meet  them? 
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RESPONSIBILITIES  OF  THE  COUNTY  ASC  COmOTTEE 


WHAT  TO  KNCVf  OR  DO 
( Steps ) 

VfflAT  IS  INVOLVED 
( Items ) 

6 . ( Cont . ) 

(2)  Review  the  highlights  of  the  expense 
account  and  the  budget  control  analy- 
sis for  the  preceding  month, 

(a)  The  term  "budget  control  analysis" 
refers  to  the  form  which  is 
sent  to  the  State  Office  each 
month  showing  funds  d.  located, 
acciimulated  expenditures  to 
date,  and  balance  available 
for  each  program. 

7#  Review  the  annual 
budget. 

a.  The  annual  budget  (or  estimates)  should, 
to  the  extent  possible,  reflect  work  plans 
for  the  year. 

b.  Review  the  budget  with  the  manager  and  the 
fieldman  to  see  if  it  will  adequately  meet 
program  and  administrative  needs. 

(1)  Use  this  review  as  an  occasion  to 
discuss  over-a^ll  operations  and 
problems  . 

8,  Perform  field  duties 
in  special  cases. 

a.  While  county  conmittee  menhers  may  not 
serve  as  employees  of  the  county  office, 
they  may,  as  menbers  of  the  County  Com- 
mittee, perform  field  duties  in  special 
and  difficult  cases  in  which  their  as- 
sistance is  needed.  Such  work  should  be 
limited  to  unusual  cases.  Examples: 

(1)  Investigating  a particularly  dif- 
ficult marteting  quota  irregularity* 

(2)  Making  an  inspection  to  determine 
eligibility  for  a new-grower  al- 
lotment where  adequate  informa- 
tion has  been  hard  to  obtain. 

(3)  Contacting  a farmer  who  has  re- 
fused to  permit  measurement  of 
allotment  crops. 
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RESPONSIBILITIES  OF  THE  COUNTY  ASC  COMMITTEE 


WHAT  TO  KNCW  OR  DO 
( Steps ) 


8.  (Cont.) 


(U) 


WHAT  IS  INVOLVED 
(Items) 

Visiting  a farmer  irtio  has  refused  to  pay 
a marketing  quota  penalty,  loan  defi- 
ciency, etc. 


(5)  Investigating  an  unusual  AGP  project  or 
irregularity, 

(6)  In  cor^any  nith  the  manager,  contacting 
a trade  representative  irith  a view  to 
obtaining  cooperation  or  compliance 
with  any  given  program, 

(7)  Investigating  any  unusual  case  which 
involves  a committee  decision. 


9,  Work  with  commionity 
committees. 


a.  Make  sure  community  committees  understand  the 
responsibilities  assigned  them  in  your  State 
and  county,  such  as  review  of  allotments, 

AGP  sign-up,  and  helping  to  keep  farmers  in- 
formed about  ASC  programs, 

b,  Ifeke  sure  that  comanmity  committees  under- 
stand the  background,  objectives,  and  opera- 
tions of  ASC  programs  in  the  county. 


(1)  Annual  or  semi-annual  meetings  of  com- 
munity committeemen  are  often  held  to 
discuss  programs  and  how  they  are  oper- 
ating, 

(2)  in  some  comtles,  each  member  of  the 
County  Ccmmittee  holds  evening  meet- 
ings with  groups  of  conmunity  com- 
mittees, Compensation  is  not  paid  for 
these  meetings. 


c.  Obtain  'Uie  advice  and  suggesticns  of  com- 
munity committees,  both  as  to  county  poli- 
cies and  operations  and  as  to  recosmenda- 
tions  to  be  made  to  the  State  Committee, 
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RESPONSIBILITIES  OF  THE  COUNTY  ASC  COMMITTEE 


10. 


WHAT  TO  KNOT  OR  DO 


(Steps) 


Assist  in  telling  the 
public  about  ASC  pro- 
grams. 


a. 


WHAT  IS  INVOLVED 
( Items) 

Take  advantage  of  opportunities  to  talk 
with  farmers,  business  men,  and  other 
membei^  of  the  public,  individually  and 
in  groups,  in  order  to  help  bring  about 
clear  public  understanding  of  the  purpose 
and  operations  of  ASC  programs.  Work  with 
the  county  extension  agent. 


b.  Enlist  the  assistance  of  community  com- 
mitteemen for  the  same  purpose. 


(1)  Be  sure  they  have  an  accurate  under- 
standing of  the  programs,  so  as  to 
avoid  giving  incorrect  information. 


11.  Work  with  the  field- 
man. 


a,  Ifeet  with  the  fieldman  once  each  month  as 
a means  of  keeping  informed  about  State 
policies,  program  objectives,  inteiTDreta- 
tion  of  procedures  and  progress  of  work 
and  methods  of  operation  as  compared  with 
other  coTinties, 


(1)  Committee  meeting  dates  should  be 
arranged  so  as  to  make  it  possible 
to  meet  with  the  fieldman. 


b.  Discuss  over-all  operating  plans  and  prob- 
lems with  the  fieldman. 


c.  Request  the  fieldman 's  assistance  when 
problems  arise  on  which  he  can  help. 


12.  Make  suggestions  to 
the  State  Ccmmittee. 


a.  County  committeemen  have  an  important  con- 
tribution to  make  in  program  planning  and 
in  adapting  national  and  state  programs 
to  local  needs. 


b.  Submit  to  the  State  Committee  suggestions 
and  comments  as  to  hew  well  programs  are 
meeting  farmers'  needs  and  That  improve- 
ments in  programs,  procedures,  or  adminis- 
traticxi  might  be  made. 
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RESPONSIBILITIES  OF  THE  COUNTY  ASC  COJJMETTEE 


) 


12. 


13. 


WHAT  TO  KNOW  OR  DO 


( Steps ) 

(Cent,) 


c 


Work  mth  other 
agricultural  agen- 
cies. 


a 


WHAT  IS  INVOLVED 

(Items) 

A steady  and  timely  flow  of  suggestions  and 
ideas  from  county  offices  to  State  offices 
and  from  State  offices  to  Washington  can  be 
of  great  value  in  improving  operations  and 
providing  better  public  service. 


Develop  a close  cooperative  relationship 
with  other  agriciiltural  agencies  in  the 
county.  This  will  promote  the  work  of  all 
agencies. 


b.  Seek  the  advice  and  help  of  o-ttier  agencies, 
and  be  willing  to  give  them  the  same  ser- 
vice. 

c.  Invite  other  agencies  to  meet  with  the  County 
Committee  whenever  this  will  be  helpful. 


d.  In  some  counties,  all  agricultural  agencies 
meet  once  a month  or  at  other  intervals: 


(1)  To  keep  informed  about  each  other’s 
programs,  and  particularly  about  im- 
portant changes  in  programs. 

(2)  To  coordinate  programs  and  operations 
in  the  county  so  that  tiiey  will  not 
work  at  cross  puiposes, 

(3)  To  agree  on  recemmended  local  agri- 
cultural practices,  within  the  gen- 
eral recommendations  of  the  State 
Experiment  Station,  so  that  con- 
flicting advice  will  not  be  given 
farmers . 

(U)  To  help  insure  that  one  agency  does 
not  give  erroneous  information  about 
mother  agency's  programs,  through 
ndsiinder  standing . 

(5)  To  discuss  agricultural  problems  of 
the  counly  and  what  each  agency  can 
do  to  help  meet  them. 
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RESPONSIBILITIES  OF  THE  COUNTY  ASC  COMITTEE 


WHAT  TO  KNOW  OR  DO 
( Steps ) 

WHAT  IS  INVOLVED 
( Items) 

13.  (Cent.) 

e.  In  some  counties,  the  agricultural  agencies 
arrange  joint  field  days  and  tours,  cooperate 
vrith  local  ne'vrspapers  in  publishing  special 
agricultural  editions,  jointly  undertake  broad- 
casts to  help  farmers  understand  agricultural 
programs,  and  so  forth.  ^ 

Hi.  Your  job  is  a pub- 
lic trust. 

a.  Serve  the  public  faithfully. 

b.  Since  your  decia ons  often  affect  farmers' 
livelihood,  make  every  effort  to  reach  in- 
formed, fair  and  impartial  determinations. 
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SECTION  2.  RESPONSIBILITIES  OF  THE  COUNTY  OFFICE  MANAGER 


1. 


WHAT  TO  KNOW  OR  DO 


( Steps ) 


Responsibility  to 
the  County  Committee • 


a 


WHAT  IS  INVOLVED 
( Items ) 

The  county  office  manager  is  responsible  to 
and  works  under  the  direction  of  the  County 
ASC  Committee* 


b.  As  manager,  assist  and  advise  the  Co\inty  Com- 
mittee. 

(1)  Make  recommendations  to  the  committee 
on  policies  and  programs, 

(2)  Prepare  the  agenda  for  committee  meet- 
ings and  assist  the  committee  in  con- 
nection with  meetings. 

(3)  Assist  the  committee  in  obtaining  a 
good  working  knowledge  of  programs, 

c.  Keep  the  committee  informed  of  work  plans, 
progress,  and  problems, 

d.  Carry  out  the  policies  and  decisions  of  the 
committee . 

e.  While  it  is  not  the  committee’s  responsi- 
bility to  direct  day-to-day  operations,  the 
manager  can  obtain  valuable  assistance  from 
the  conmittee.  Often  a discussion  of  a dif- 
ficult problem  which  the  manager  faces  will 
bring  out  a new  idea  or  result  in  a common 
judgment  which  ytLII  be  of  much  help  in  re- 
solving the  problem, 

(1)  Give  careful  thought  to  your  respon- 
sibilities to  the  committee  and  to 
the  questiOTi  of  how  you  can  obtain 
the  greatest  possible  help  from  it. 
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RESPCNSIBILITIES  CF  THE  COUNTY  OFFICE  MANAGER 


WHAT  TO  KNOW  OR  DO 
( Steps ) 


2,  Managerial  responsi- 
bilities . 


a. 


WHAT  IS  INVOLVED 
( Items ) 

The  manager  is  responsible,  under  the  direction 
of  the  County  Committee,  for: 


(1)  Efficiently  administering  all  operations 
performed  by  the  county  office,  including 
field  operations* 

(2)  Seeing  that  the  county  office  is  efficiently 
organized, 

(3)  Hiring  qualified  employees,  including 
field  en^jlpyees* 

(a)  Select  en5)loyees  carefully,  since 
each  represents  a large  investment. 

(b)  When  employing  field  irorkers,  the 
general  policy  is  to  encourage  the 
employment  of  community  comaitteemen 
who  are  fully  qualified* 

(U)  Training  employees. 

(5)  Supervising  emplcyees, 

(6)  Taking  steps  to  prevent  accidents  when 
the  work  performed  is  hazardous* 

(7)  Preparing  the  aanual  budget  (or  esti- 
mates ) * 

(8)  Planning  and  scheduling  work* 

(9)  Arranging  efficient  office  layout, 

(10)  Obtaining  and  maintaining  equipment, 
supplies,  and  service  needed  for  eff in- 
dent operaticms,  in  accordance  with 
State  Office  instructions* 

(11)  Seeing  that  files  and  records  are  in 
good  order, 

(12)  Improving  operations  and  methods. 
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RESPONSIBILITIES  OF  THE  COUNTY  OFFICE  MANAGER 


WHAT  TO  KNOW  OR  DO 
( Steps ) 


2.  (Cont.) 


3. 


Cooperate  with 
the  fieldman* 


WHAT  IS  INVOLVED 
( Items ) 


(13)  Cocqpe rating  with  other  agricultural 
agencies* 

(lii)  Seeing  that  committeemen  and  farmers 
receive  necessary  information  about 
ASC  programs. 

(15)  Seeing  that  the  public  is  dealt  with 
fairly  and  courteously. 

(16)  The  manager  is  responsible  for  the 
functions  of  treasurer  and  secre- 
tary (unless  the  county  committee 
selects  the  county  extension  agent 
as  secretary)*  The  manager  may, 
of  course,  assign  employees  to  as- 
sist in  these  functions* 


k. 


Tour  job  is  a 
public  trust* 


a*  Work  closely  with  the  fieldman,  review  pro- 
grams and  State  policies  with  him,  and  keep 
him  informed  with  respect  to  county  poli- 
cies, progress  of  work,  and  problems  en- 
countered* 

b*  Keep  a folder  for  things  to  take  up  with 
the  fieldman  on  his  next  visit*  Make  a 
note  of  items  as  they  ccmie  to  mind* 

c*  The  function  of  the  fieldman  is  to  help 
the  county  offices  do  a good  job*  Give 
careful  thought  to  how  you  can  make  best 
use  of  his  help* 


Serve  the  public  faithfully  and  impar- 
tially* 
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SECTION  3.  COUNTY  COimTTEE  MEETINGS 


1. 


WHAT  TO  KNOW  OR  DO 
(Steps) 

Work  out  with  the  a, 
cormnittee  the  time 
for  meetings, 

b. 


WHAT  IS  INVOLVED 
(Items) 

Set  a time  for  regular  meetings,  in  accord- 
ance Trith  any  State  Office  instructions. 

Ask  the  chainnan  to  call  special  meetings 
when  necessary  to  consider  urgent  matters. 


c.  Be  sure  members  of  the  committee  (includ- 
ing the  county  agent)  know  definitely  when 
regular  and  special  meetings  will  be  held. 
The  fieldman  diould  also  be  informed. 


2,  Arrange  for  meeting 
room. 


a.  If  at  all  possible,  do  not  have  meetings 
in  a room  where  other  people  are  working, 
or  where  interruptions  are  likely  to  occur. 


3,  Prepare  the  agenda. 


a. 


Keep  in  your  desk  a folder  in  which  you  put 
items  which  should  be  taken  up  at  the  next 
committee  meeting. 


(1)  Some  of  these  may  be  notes  of  matters 
you  merely  wish  to  mention  to  the  com- 
mittee to  keep  it  informed, 

b.  Check  with  the  chairman  to  see  what  items 
he  wants  to  have  discussed. 


c.  Check  with  employees  to  get  their  sug- 
gestions regarding  items  which  should  be 
discussed, 

d.  Check  list  of  reports  due  State  Office, 
notes  on  last  meeting  with  fieldman,  audit 
report,  etc,,  for  the  purpose  of  suggest- 
ing items  which  should  be  discussed  with 
the  committee. 
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COUNTY  COlfTflTTEE  MEETINGS 


3. 


WHAT  TO  KNOf^  OR  DO 
(Steps) 


(Cent.) 


WHAT  IS  INVOLVED 
(Items) 

Plan  to  present  to  the  committee  informaticai 
Trtiich  will  help  it  to  meet  its  responsibili- 
ties as  a board  of  directors. 


(1)  Report  what  action  has  been  taken  on 
decisions  made  at  the  last  meeting, 

(2)  As  suggested  in  Section  1,  review  with 
the  committee  annual  and  monthly  work 
plans  and  progress,  the  annual  budget, 
and  highlights  of  the  monthly  expense 
account  and  the  budget  control  analysis, 

(3)  Each  month  review  in  some  detail  the 
operations  of  one  of  the  programs, 

(U)  Also  keep  the  committee  informed  about 
personnel  actions  and  other  significant 
administrative  matters, 

f.  Prepare  ai  agenda  or  list  of  things  to  be 
discussed  at  the  meeting.  Having  such  a 
list  helps  to  achieve  a businesslike  meeting. 
The  committee  may,  of  course,  wish  to  discuss 
other  matters  in  addition  to  those  on  the 
agenda, 

(1)  If  a matter  is  to  be  discussed  which 
the  members  will  need  to  take  some 
time  to  study  or  think  about,  notify 
them  of  it  in  advance. 


(2)  It  may  help  in  such  cases  to  mail  a 
summary  of  the  facts  or  copies  of  docu- 
ments involved  to  the  members  before 
the  meeting, 

(3)  It  is  difficult  for  the  committee  to 
give  adequate  consideration  to  a hard 
problem  if  it  did  not  know  that  it  was 
coming  up  and  therefore  had  no  oppor- 
tunity to  think  about  it  before  the 
meeting. 
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COUNT!  COMMITTEE  MEETINGS 


k. 


WHAT  TO  KNOT  OR  DO 


( Steps ) 

Get  together 
maticai  which 
be  needed  at 
meeting. 


infor- 

will 


a. 


the 


WHAT  IS  INVOLVED 
( Items ) 

Get  together  in  advance  of  the  meeting  any 
information,  documents,  or  materials  that 
will  be  needed,  such  as  files,  loan  docu- 
ments, provisions  of  procedures  that  may  be 
involved  in  cases  to  be  discussed,  previous 
determinations  in  similar  cases,  and  so  forth. 


b,  fie  sure  that  you  have  clearly  in  mind  the 
principal  points  which  the  committee  will 
need  to  consider,  both  as  to  the  problems  in- 
volved and  applicable  procedures. 


5*  Get  the  meeting 
started. 


a.  Try  to  get  the  meeting  started  on  time, 

b.  Read  the  minutes  of  the  last  meeting  and 
make  any  necessary  corrections. 


c.  Have  the  minutes  approved, 

d.  Give  the  committee  members  a copy  of  the 
agenda* 


6,  Assist  the  cca^ 
mittee  as  appro- 
priate , 


a.  Offer  comments,  background,  references  to 
previous  cases,  information  as  to  procedures, 
etc,,  to  bring  out  the  facts  and  rules. 


7 * Prepare  minutes , 


b.  Suggest  possible  alternatives  and  submit  re- 
commendations , 

c*  Call  in  employees  as  necessciry  when  matters 
for  which  they  are  responsible  are  under 
discussion* 


a.  As  each  item  is  discussed  in  the  meeting, 
note  down  decisions  reached* 

(1)  If  there  is  any  doubt  as  to  what  the 
decision  is  or  as  to  whether  all  the 
members  have  the  same  understanding  as 
to  what  was  decided,  ask  how  the  decision 
should  be  recorded  in  the  minutes. 
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COUNTY  COT/MTTTEE  MEETINGS 


WHAT  TO  KNOW  OR  DO 
(Steps) 

WHAT  IS  INVOLVED 
( Items ) 

7.  (Cont.) 


b*  Immediately  after  the  meeting  prepare  the 
minutes  (see  Exhibit  1 at  the  end  of  this 
section) • If  the  manager  does  not  serve  as 
secretary,  he  should  review  and  correct  the 
minutes  before  they  are  presented  to  the  com- 
mittee, 

(1)  Show  who  were  present  and  their  titles, 

(2)  Indicate  what  was  discussed  and  what 
action  was  taken, 

(3)  If  a decision  is  unanimous,  it  is  not 
necessary  to  show  in  the  minutes  that 
each  member  voted  in  favor  of  the  de- 
cision. It  is  enough  to  say  that  the 
matter  in  question  was  approved, 

(U)  If  a decision  of  the  committee  is  not 
\manimous  and  the  member  who  was  in  the 
minority  wishes  to  be  so  recorded,  say: 

"The  committee  decided,  Mr,  

voting  in  the  negative,  that  etc. 

In  such  cases,  the  decision  is,  of 
course,  legally  valid  and  binding. 


(5)  Be  sure  the  policies  and  decisions  of 
the  committee  are  recorded  in  suffi- 
cient detail  so  that  there  will  be  no 
misunderstanding  as  to  what  is  intended. 


6,  lifeiil  copies  of 
minutes , 


a.  After  the  minutes  have  been  approved  by  the 
committee,  mail  a copy  to  each  member. 


9,  Execute  the  poli- 
cies and  decisions 
of  the  committee. 


b.  Mail  a copy  to  the  State  Office  and  to  the 
fieldman  if  required. 


a.  Take  necessary  actions  promptly, 

b.  Refer  to  the  proper  employee  any  matters  for 
which  he  is  responsible. 
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EXHIBIT  1 


MINUTES  OF  COWITY  ASC  COJ/lMITTEE  MEETI1\IG 

The  committee  met  at  9:00  a.  m.,  August  8,  1955.  Present: 

Chairman  * 

Vice  Chairman 

tfember 

Hfember  (County  Extension  agent) 

County  Office  Iilanager 


1«  Minutes . The  minutes  of  the  meeting  held  on  July  25,  1955  were  approved. 

2*  Progress  of  work.  All  excess  wheat  marketing  quota  cases  except  three 
have  been  closed  out  and  penalties  collected  where  due.  These  cases  are 
farm  serial  numbers  32,  150,  and  227*  The  Office  K^ager  reported  that 
deliveries  of  com  to  bin  sites  is  progressing  satisfactorily  except  at 
bin  sites  No.  h2S  and  No,  U32,  where  rains  have  damaged  driveways,  mak- 
ing it  difficult  for  trucks  to  get  in  and  out.  Some  difficulty  has  been 
experienced  in  leasing  sites  for  new  bins,  and  further  effort  will  have 
to  be  made  to  obtain  a lease  for  a site  in  the  Marydale  area, 

3.  Expen  dtu res  and  employment.  Expenditures  and  the  status  of  available 
funds  were  reviewed^  The  erection  of  bins  at  the  new  site  has  required 
the  employment  of  an  additional  scale  attendant  and  a bin  attendant, 

U,  AGP  specifications.  The  AGP  specification  sheets  were  read  and  dis- 
cussed. A question  was  raised  as  to  whether  nev^  tile  installed  in  an 
existing  open  drainage  ditch  is  eligible  for  cost  sharing.  The  manager 
is  to  discuss  this  question  with  the  fieldman. 

5*  Requests  for  cost-sharing.  The  commit  bee  ccxisidered  and  approved  re- 
quests  from  1?  farmers  for  Federal  cost-sharing  on  permanent  type  prac- 
tices under  the  ACP  program,  A total  of  $2,500  was  allocated  for  this 
purpose,  Mr,  Brown,  SCS  representative,  sat  with  the  committee  during 
the  consideration  of  these  requests, 

6,  Contract  for  gravel,  A proposed  form  of  contract  for  the  spreading  of 
gravel  on  driveways  at  bin  sites  was  approved.  The  Office  Jifanager  will 
advertise  for  bids  for  spreading  gravel  at  bin  sites  No,  1425  and  U32, 


* If  the  Chairman  is  not  present  and  one  of  the  other  members  serves  as 
Chairman,  show  his  title  as  "Acting  Chairman," 
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EXHIBIT  1 
(Cont, ) 


7*  Commodity  loans.  The  following  cases  of  loai  deficiencies  at  the 

time  of  settlement  were  discussed.  In  accordance  with  the  procedures, 
the  Office  Manager  has  notified  each  of  the  producers  in  writing 
that  there  is  a deficiency  on  his  loan,  and  yrill  undertake  to  col- 
lect the  amounts  due  before  the  end  of  the  30  day  period. 

Loan  Number  Producer  Bu.  Loan  Bu.  Delivered 
83-02i;-211A  Joe  Bear  BH 

83-02U-561A  Pete  Gyser  2110  1986 

8.  Next  meeting.  The  committee  will  meet  on  August  17  at  9t00  A.M.  for 
the  purpose  of  opening  the  bids  for  spreading  gravel. 

The  meeting  adjourned  at  11:U5  A.M. 


/S/ 


County  Office  Manager 
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SECTION  U.  ORGANIZATION  OF  THE  COUNTY  OFFICE 


WHAT  TO  KNO^V  OR  DO 

V/HAT  IS  INVOLVED 

(Steps) 

( Items ) 

1,  General  consider- 
ations . 


a.  The  purpose  of  organization  is  to  divide 
the  work  among  the  people  in  ai  office 
in  such  a way  as  to  get  the  work  done  as 
efficiently  as  possible. 


b,  A poorly  organized  or  disorganized  office 
will  accomplish  substantially  less  than 
a well  organized  office  with  the  same 
number  of  people. 


2 , Have  employees 
specialize  to  the 
extent  feasible. 


c.  The  organization  of  an  office  must  be 
geared  at  all  times  to  the  work  to  be 
done. 


a.  Specialization  results  in  greater  knowledge 
and  skill  in  the  job  and  therefore  in 
greater  output, 

b.  Even  in  a small  office  each  employee 
should,  to  the  extent  possible,  be  given 
responsibility  for  a particular  area  or 
areas  of  work. 


c.  Specialization  is  usually  on  the  basis  of 
programs  or  parts  of  programs,  e,  g., 
loans,  acreage  allotments  and  marketing 
quotas,  ACP,  Another  specialized  assign- 
ment may  be  handling  of  administrative 
functions. 


d,  YThile  specialization  is  essential  to  a 

greater  or  lesser  degree,  the  manager  must 
guard  against  letting  an  employee  think 
that  he  is  to  work  only  on  one  program. 


(1)  Enployees  should  be  told  when  they  are 
hired  that  they  will  be  asked  to  help 
on  other  programs  as  necessary,  and 
this  should  be  carried  out  in  practice. 
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ORGANIZATION  OF  THE  COUNTY  OFFICE 


WHAT  TO  KNOW  OR  DO 
(Steps) 

WHAT  IS  INVOLVED 
( Items ) 

2.  (Cont*) 

(2)  The  manager  should  aim  at  developing 
the  employees  into  a team  that  works 
closely  together. 

3.  Balance  workloads 

a. 

Be  sure  that  some  employees  do  not  have  light 
jobs  virile  others  have  more  than  they  can  do. 

b. 

While  rush  assignments  may  be  necessary  at 
times, avoid  having  employees  work  under 
pressure  for  extended  periods. 

U*  Be  sure  each  em- 

a. 

As  a general  rule,  it  is  desirable  to  pre- 

ployee  knows 

pare  a brief  statement  of  the  principal  reg- 

clearly  what  his 

ular  duties  of  each  position.  See  Exhibit  2 

duties  are  and 

at  the  end  of  this  section. 

idiat  is  exp)ected 

of  him. 

b. 

The  important  thing  is  that  there  should  be 
no  doubt  in  the  employee’s  mind  or  in  the 
manager’s  mind  as  to  what  the  employee  is 
supposed  to  do. 

c« 

It  is  fairly  common  to  find  that  some  employ- 
ees do  not  know  clearly  what  they  are  sup- 
posed to  do  and,  as  a result,  do  not  produce 
as  much  as  they  should. 

5.  Establish  clear 

a. 

See  that  each  employee  knows  definitely  who 

lines  of  respon- 

his  immediate  supervisor  is. 

sibility. 

b. 

See  that  each  supervisor  knows  definitely  who 
reports  to  him. 

c • 

See  that  no  employee  reports  to  more  than  one 
person. 

6.  Don’t  tiy  to  do 

a. 

Aim  at  developing  a smooth-running  organize- 

everything  your- 

tion  in  which  employees  are  able  to  carry  on 

self. 

their  work  with  only  general  guidance  from 
the  manager. 
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ORGANIZATION  OF  THE  COUNTY  OFFICE 


WHAT  TO  KNaV  OR  DO 
(Steps) 


6.  (Cent.) 


(1) 


WHAT  IS  INVOLVED 
( Items ) 


One  test  of  good  organization  is 
whether  the  office  will  run  efficiently 
if  the  manager  is  away  for  an  extended 
period. 


Encourage  employees  to  use  initiative. 


c*  If  you  are  not  able  to  give  adequate  at- 
tention to  planning  and  other  managerial 
duties,  ask  yourself  whether  there  are 
things  you  are  doing  which  could  be  dele- 
gated to  the  office  or  field  employees, 

(1)  Often  employees  are  capable  of  assum- 
ing greater  responsibility  if  the  man- 
ager will  let  them. 


7,  Designate  an  act- 
ing office  manager. 


8,  Additional  con- 
siderations ap- 
plicable to  large 
county  offices. 


d*  The  manager  remains  accoTuitable  for  the 
employees'  work,  for  coordinating  opera- 
tions, and  for  approving  major  decisions. 


a.  The  County  Committee,  subject  to  any  State 
Office  instructions  and  on  the  recommenda- 
tion of  the  office  manager,  should  desig- 
nate one  employee  to  serve  as  acting  of- 
fice manager  whenever  the  manager  is 
absent. 


a.  In  a large  office,  designate  key  employees 
for  particular  programs  or  other  operations. 

b.  Assign  other  employees  to  work  under  the 
supervision  of  the  key  employees. 


c.  Give  ^1  instructions  to  the  key  employee, 

(1)  Do  not  by-pass  a key  employee  by 

making  assignments  or  giving  direc- 
tions to  employees  under  his  super- 
vision. 


(2)  Require  employees  to  discuss  their  irork 
problems  with  the  key  employee  to  whom 
they  report. 
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ORGANIZATION  OF  THE  COUNTY  OFFICE 


WHAT  TO  KNOVJ  OR  DO 
( Steps ) 


8,  (Cont.) 


d. 


e. 


WHAT  IS  INVOLVED 
( I terns ) 

One  or  more  employees  may  be  assigned  general 
clerical  duties,  assisting  on  different  opera- 
tions as  needed* 

In  a large  county  office,  in  order  to  achieve 
maximum  output,  the  manager  must  spend  con- 
siderable more  time  in  planning  and  assigning 
work  and  in  training  and  supervising  employees 
than  in  a small  office. 


(1)  For  this  reason,  it  is  desirable  in  a 

large  office  to  develop  one  employee  who 
is  familiar  with  the  programs,  and  who 
can  assist  in  training  other  employees 
and  in  carrying  on  other  general  respon- 
sibilities, This  employee  can  be  in 
charge  when  the  manager  is  out  of  the 
office. 


9.  Recomnend  grades. 


a.  Assign  a title  to  each  position, 

b.  Recommend  a grade  for  each  position  ccmmen- 
surate  with  its  duties  and  responsibilities, 
in  accordance  with  State  Office  instructions. 

c.  As  a general  rule,  positions  of  key  employees 
should  normally  be  set  at  a higher  grade  than 
positions  under  their  supervision. 


10,  Organize  operations 
on  an  assembly  line 
basis  when  desir- 
able. 


a.  Some  operations  can  profitably  be  organized 
on  an  assembly  line  basis,  with  several  em- 
ployees performing  different  parts  of  the 
operation, 

(1)  It  is  helpful  to  prepare  step-by-step 
job  instructions  covering  the  differ- 
ent parts  of  the  operation  each  em- 
ployee is  to  perform. 

b.  Plan  the  work  so  that  it  flows  smoothly  from 
one  person  to  another. 
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ORGANIZATION  OF  THE  COUNTY  OFFICE 


WHAT  TO  KNCV/  OR  DO 

WHAT  IS  INVOLVED 

(Steps) 

( Items ) 

10,  ( Cont • ) 


c.  If  a bottleneck  occurs,  rearrange  things  so 
as  to  overcome  it. 

d.  Rush  jobs  can  sometimes  be  handled  more 
quickly  in  this  fashion. 


11,  Review  the  organ- 
ization of  the 
office  from  time 
to  time. 


a.  Organization  should  be  reviewed  periodically, 
say,  at  the  beginning  of  each  quarter, 

(1)  While  changes  in  assignments  need  to 
be  made  as  the  work  changes,  a period- 
ic review  of  organization  is  also  de- 
sirable* 


(2)  Often  it  will  be  found  that  work  loads 
have  gotten  out  of  balance  and  some  em- 
ployees have  substantially  heavier  loads 
than  others* 

(3)  Or  changes  in  programs  may  have  occurred 
gradually  -rtiich  make  it  desirable  to 
change  or  regroup  assignments. 


b*  In  reviewing  organization,  it  is  often  help- 
ful to  write  down,  or  have  each  employee 
write  down,  the  main  tasks  now  being  per- 
formed. 


c*  Check  to  see  whether  workloads  are  in  balance, 
whether  tasks  which  should  be  performed  by 
one  person  have  beei  asa  gned  to  more  than 
one  employee,  whether  employees  clearly  un- 
derstand what  they  are  responsible  for,  etc* 
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EXHIBIT  2 


EXAMPLES  OF  JOB  ASSIGNMENTS 

(Adapted  fiH?m  organization  chart  and  job 
assignments  for  ASC  Office,  Harper  County,  Kansas) 

These  job  statements  are  included  only  as  examples.  They  are  not  intended 
to  indicate  how  any  county  office  should  be  staffed  or  organized. 

All  assignments  are  subject  to  the  instructions  and  supervision  of  the 
county  office  manager.  Employees  will  be  required  to  do  other  work  as 
necessary. 

Head  Loan  Clerk 

1,  In  charge  of  preparation  and  filing  of  all  loan  documents  and  records, 

2,  Review  all  loan  documents  before  approval, 

3,  Type,  compute,  and  file  loan  documents. 

Prepare  sight  drafts, 

5,  Maintain  custody  file, 

6,  Prepare  for  signature  of  the  manager  correspondence  relating  to  loans, 

7,  Prepare  all  necessary  reports  in  connection  with  loan  programs, 

8,  Maintain  indebtedness  file  and  report, 

9,  Coimter  work, 

10,  Assigi  work  to  and  supervise  Assistant  Loan  Clerk. 

Assistant  Loan  Clerk 
Under  supervision  of  Head  Loan  Clerk: 

1,  Maintain  CL-U,  prepare  CL-UA  reports,  prepare  loan  documents,  file 
folders, 

2,  Type  and  compute  loans, 

3*  Prepare  loan  settlement  forms, 

U*  Prepare  loan  transmittal  forms  and  deposit  schedules, 

5,  Perfona  other  work  relating  to  loans  as  assigned. 
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EXHIBIT  2 
(Cont , ) 


Head  Allotment  and  Q^ota  Clerk 

1,  Prepare  listing  sheets, 

2 • Rec  ons  titu te  fa  nns  • 

3*  Prepare  allotment  notices,  acreage  reports,  sketch  maps,  notices  of 
measured  acreages, 

U,  Receive  and  process  appeals  to  marketing  quota  review  committee; 
prepare  notices  of  hearings  and  other  related  data, 

5*  Prepare  all  required  reports, 

6,  Prepare  for  the  manager's  signature  correspondence  relating  to  allot- 
ments or  marketing  quotas, 

7*  Maintain  allotment  aid  quota  files, 

8,  Counter  "work. 

Head  AGP  Clerk 

1,  Receive  requests  for  assistance  and  prepare  for  consideration  of  the 
County  Committee, 

2,  After  approval  of  requests,  prepare  requests  to  SCS  for  technical 
assistance  where  needed,  issue  approval  to  farmer  after  the  neces- 
sary information  is  obtained,  and  send  out  the  necessary  foUow^-up 
letters  on  expiration  dates, 

3,  Review  reports  of  performance  from  farners  and  SCS;  furnish  farmers 
the  necessary  information  and  practice  specifications, 

U*  Prepare  recheck  forms  for  field  checking,  application  for  payment, 
and  other  forms, 

5,  Maintain  budgetary  control  records, 

6,  Prepare  annual  and  other  required  reports, 

7,  Maintain  ACP  files, 

8,  Prepare  correspondence  for  the  manager's  signature, 

9,  Counter  work. 
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EXHIBIT  2 
(Cent.) 

Administrative  Clerk 

1,  Prepare  expense  account,  receive  all  county  office  collections,  and 
prepare  required  reports  relating  to  expenses  and  collections, 

2,  Prepare  penalty  indicia  report. 

3,  Prepare  orders  for  supplies  and  equipment  and  maintain  supplies, 

U.  Maintain  personnel  and  other  administrative  files. 

General  Clerk 

1,  Prepare  loan  documents  and  AGP  and  AAM^  forms  under  supervision  of 
head  clerks, 

2,  Prepare  sketch  maps. 

3,  Assist  with  preparation  of  aerial  photos, 

U,  Assist  with  preparation  of  current  farm  records, 

5*  Maintain  master  set  of  procedures, 

6,  Fhin  mimeograph  machine. 

Bin  Site  and  Loan  Supervisor 

1,  See  that  CCC  bins,  bin  sites,  and  equipment  are  kept  in  good  order  and 
repair, 

2,  See  that  grain  stored  in  CCC  bins  is  kept  in  good  condition;  supervise 
inspection  and  sampling  of  grain, 

3,  Train  bin  maintenance  crew  and  plan  and  supervise  its  work, 

U,  Train  loan  inspectors  and  plan  and  supervise  their  work, 

5.  Prepare  or  have  crew  foreman  prepare  required  reports. 

6,  Assist  county  office  manager  in  planning  and  supervising  loading  in 
and  out  of  the  bin  sites  and  in  training  and  supervising  scale  at- 
tendants and  bin  site  attendants. 

Performance  Supervisor 

1.  Train  compliance  reporters  and  plan  and  supervise  their  work, 

2,  Spot  check  and  approve  work  of  compliance  reporters. 
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EXHIBIT  2 
(Cont.) 


Performance  Supervisor  (Cont.) 

3.  Prepare  required  forms  and  reports, 

U.  Measure  acreage  of  allotment  crops  when  not  engaged  in  supervisory 
duties . 

5,  Responsible  for  maintenance  of  measuring  equipment, 

6.  Check  compliance  on  certain  AGP  practices. 
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SECTION  5.  PLANNING  AND  SCHEDULING  WORK 


WHAT  TO  KNCV/  OR  DO 
(Steps) 


1.  Plan  the  work. 


a. 


WHAT  IS  INVOLVED 
( Items ) 

Because  of  the  number  and  complexity  of  the 
programs  administered  by  the  county  office.  It 
is  essential  that  the  manager  think  and  plan 
ahead* 


b.  The  object  of  planning  is  to  see  in  advance 
what  has  to  be  done,  so  as  not  to  be  caught 
short  by  reason  of  not  having  started  soon 
enough,  not  having  on  hand  when  needed  the 
necessary  facilities  or  staff,  not  foreseeing 
that  a certain  step  has  to  be  completed  be- 
fore another  can  be  begun,  and  so  forth. 

c.  Time  spent  in  planning  usually  pays  good  divi- 
dends. However,  it  is  not  desirable  to  plan 
ahead  of  what  can  reasonably  be  foreseen  or 
to  plan  in  excessive  detail. 


2.  In  planning,  con- 
sider: 


a.  Why  is  the  work  being  done? 

(1)  What  is  the  purpose  or  objective  of  each 
program  and  of  each  operation  involved  in 
carrying  it  out?  Tfhat  are  you  trying  to 
accomplish? 

b.  What  is  to  be  done? 

(1)  Break  down  each  program  into  operations 
and  each  operation  into  steps.  Good 
planning  requires  careful  analysis  of 
what  is  to  be  done. 

c.  How  is  the  work  to  be  done? 

(1)  V/hat  methods  are  to  be  used? 

(2)  Can  any  improvements  in  methods  be  made 
over  the  way  the  job  was  done  last  time? 

(3)  What  materials  are  needed?  Are  they  on 
hand  or  will  they  have  to  be  obtained  and, 
if  so,  when  and  where? 
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PLANNING  AND  SCHEDULING  WORK 


V/HAT  TO  KNOV/  OR  DO 
(Steps) 


WHAT  IS  INVOLVED 
(Items) 


2.  (Cont.) 


d.  When  is  the  work  to  be  done? 


(1)  When  should  the  work  begin? 

(2)  When  should  it  be  completed? 

(3)  Does  any  operation  have  to  be  completed 
before  another  can  begin? 

(U)  Can  a simple  time  table  be  worked  out 
for  the  various  operations  involved  so 
that  the  job  as  a whole  will  be  completed 
on  time? 

(5)  Has  a reasonable  allowance  been  made  for 
possible  delays?  Most  jobs  are  likely 
to  take  longer  than  you  think  they  will, 

(6)  Try  to  time  work  so  it  doesn't  all  come 
at  once. 

(7)  Use  slack  periods  to  get  work  done  ahead 
of  the  rush,  for  example,  addressing 
envelopes,  checking  interest  on  notes 
held  by  lending  agencies,  etc, 

e.  Where  is  the  to  rk  to  be  done? 

(1)  This  question  is  applicable  mainly  to 
field  work,  particularly  work  involving 
travel, 

(2)  Plan  your  trips  and  get  field  employees 
to  plan  theirs.  Considerable  time  can  be 
wasted  if  tidps  are  not  planned, 

(3) ^  Don't  make  a trip  if  a letter  or  phone  call 

will  do  the  job  as  well, 

(U)  If  feasible,  find  out  whether  the  person 
you  want  to  see  will  be  there, 

(5)  Determine  whether  more  than  one  task  can 
readily  be  accomplished  on  the  same  trip, 

(6)  Think  about  what  needs  to  be  done  at  each 
stop  so  that  you  are  not  likely  to  overlook 
something  and  have  to  go  back. 
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PUJ^NING  AND  SCHEDULING  WORK 


WHAT 

TO  KNaV  OR  DO  | 
( Steps ) j 

WHAT  IS  INVOLUTED 
( Items ) 

2*  (Cont,) 

! 

(7) 

Plan  the  route  so  that  it  will  involve 
the  shortest  distance,  avoiding  back- 
tracking and  crisscrossing. 

(8) 

Maps  showing  all  roads  and  location  of 
farmhouses  are  available  from  State 
Highway  Departments  for  nearly  all 
counties  in  the  United  States  and  often 
can  be  used  to  advantage. 

f,  IWio 

is  to  do  the  work? 

(1) 

Who  is  to  be  assigned  the  various  opera- 
tions? 

(2) 

Will  additional  personnel  have  to  be 
hired,  and,  if  so,  when  and  for  how 
lone? 

(3) 

Who  will  supervise  the  work? 

(U) 

What  training  is  needed  and  hovf  and  when 
will  it  be  given? 

3 • Plan  each  year ' s pro- 
grams. 


a,  Sorae  time  before  operations  will  begin,  de- 
velop a general  plan  for  each  annual  program. 


b.  Prepare  a breakdown  of  the  main  operations 
involved  in  the  program, 

c.  List  any  dates  by  which  certain  operations, 
reports,  etc,,  will  have  to  be  completed. 


d.  Shov^  time  of  any  probable  peaks  or  valleys 
in  the  irork, 

e.  Consider  generally  how  best  to  carry  on  the 
program,  what  action  and  facilities  will 

be  needed  to  make  it  a success,  and  fore- 
seeable difficulties  (including  specific 
difficulties  encountered  last  year)  and  how 
best  to  avoid  them, 

f.  Discuss  with  the  County  Coamittee  your  plans 
for  carrying  out  the  program. 
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PLANNING  AND  SCHEDULING  WORK 


WHAT  TO  mO({  OR  DO 
( Steps ) 

U,  Use  the  annual  budget 
or  estimates  as  a tool 
for  planning. 


WHAT  IS  INVOLVED 
( Items ) 

a.  In  preparing  the  budget,  tie  together  the 
plans  for  all  programs  for  the  year, 

b.  Develop  the  total  picture  of  the  job  to  be 
done  during  the  coming  year  and  the  funds 
and  personnel  likely  to  be  required. 


5,  Prepare  a monthly  work 
plan. 


a.  Prior  to  the  end  of  each  month  prepare  a 
breakdown  of  the  principal  jobs  to  be  done 
during  the  coming  month. 


b.  Consider  in  more  detail  items  c,  d,  and  e 
in  step  3j  above, 

c.  Consider  the  workload  for  each  program  and 
see  how  this  adds  up  in  terms  of  the  total 
job  to  be  done  and  what  is  needed  to  do  it, 
including  funds  and  personnel. 


d.  Discuss  your  plans  for  the  month  with  the 
County  Committee, 


6,  Tools  for  planning  and 
scheduling. 


a,  A simple  device  used  by  many  managers  is  a 
list  of  things  to  be  done. 


(1)  This  may  be  for  at  day,  a week,  a month, 
or  a longer  period, 

(2)  It  may  include  due  dates  and  the  name 
of  the  person  who  is  to  do  the  work, 

(3)  Work  priorities — that  is,  irtiat  should 
be  done  first — should  be  indicated. 


(U)  Before  beginning  work  each  day,  stop  and 
jot  down  the  main  things  you  want  to  ac- 
complish that  day, 

b,  A work  planning  chart  can  be  used.  See  Ex- 
hibit 3 at  the  end  of  this  section, 

c.  What  is  called  a Gantt  chart  may  sometimes 

be  helpful  in  planning  an  operation,  particu- 
larly to  meet  a deadline.  See  Exhibit 
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PUNNING  AND  SCHEDULING  WOf?K 


IWHAT  TO  KNCW  OR  DO 
( Steps ) 


6,  (Cent,) 


(1) 


WHAT  IS  INVOLVED 
(Items) 

Such  a chart  makes  it  possible  to  show 
visually  what  must  be  done  by  when.  It 
can  be  useful  in  discussing  work  plans 
with  the  Coimty  Conmittee,  the  fieldman, 
or  employees* 


(2)  In  preparing  a Gantt  chart,  make  a 

breakdown  of  the  main  things  that  have 
to  be  done  in  carrying  out  the  opera- 
tion. 


(3)  Pill  in  dots  to  show  aiy  required  due 
dates  and  the  final  target  date* 

(U)  Work  back  from  these  due  dates  to  de- 
termine Then  you  need  to  begin  and 
complete  intennediate  steps* 

(5)  Show  dots  and  lines  in  pencil  so  that  . 
changes  can  be  made  as  necessary* 

d*  It  may  be  a good  idea  to  post  work  plans 
on  bulletin  board  in  the  manager’s  office 
so  that  employees  can  check  with  them  as 
necessary* 


7 • Develop  plans  in 
discussion  with 
employees  * 


a*  Many  managers  meet  from  time  to  time  with  all 
employees  or  with  those  concerned  with  a par- 
ticular activity  to  discuss  what  needs  to  be 
done  and  to  plan  operations* 
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WORK  PUNNING  CHART 


EXHIBIT  3 
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USE  OF  GANTT  CHART  TO  PLAN  ACP  SIGN-UP 

(Adapted  from  breakdown  made  by  ASC  Offic^^ Richland  County,  Wise. 


EXHIBIT  h 


i-H 

< 

oe-S2 

ez-ST 

9T-IT 

6-i' 

March 

92-XZ 

Qi-n 

2T-A 

s-es 

February  | 

93-T3 

6T-t’T 

31 -A 

S-I8 

1 

• 

• 

January  | 

63-i^ 

• 

• 

• 

33-AI 

• 

1 

51-01 

• 

9-8 

Meeting  ASC,  SCS,  Co.  Agt.  to 
plan  meeting  of  Community 
Committeemen 

Get  auditorium  for  meeting  of 
Community  Committeemen 

Plan  and  arrange  program  for 
meeting  of  Community  Commit- 
teemen 

Write  letters  and  leaflet  to 
go  to  farmers 

Hold  meeting  of  Community 
Committeemen 

Meeting  ASC,  SCS,  Co.  Agt.  to 
plan  sign-up  meetings 

Arrange  for  sign-up  meetings 
-obtain  meeting  places 

Arrange  program 

Mimeo  letter  and  leaflet  to 
go  to  farmers 

Mail  letters  and  leaflets 

Hold  sign-up  meetings 
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one  day 

in<ficatee  sore  than  one  day 


SECTICW  6,  TRAINING  EMPLOYEES 


SUBSECTION  1.  TRAIT'JING  IN  PROCEDURES  AND  OPERATIONS 


1. 


WHAT  TO  KNOjV  OR  DO 


(Steps) 


The  manager  is  respon- 
sible for  seeing  that 
employees  are  properly 
trained  for  their  jobs, 


a 


WHAT  IS  INVOLVED 
( Items ) 


Although  training  takes  time,  it  usually 
saves  considerably  more  time  than  it  takes, 
by  reducing  errors  and  the  amount  of  time 
spent  in  checking  work  and  by  increasing  out- 
put. 


b.  The  manager  or  an  experienced  employee  should 
train  new  employees. 


2,  Schedule  training. 


c.  Other  employees  may  need  to  brush  up  before 
an  operation  begins, 

d.  At  least  one  other  employee  should  be 
trained  to  handle  each  operation  in  case 
the  employee  primarily  responsible  is  ab- 
sent or  resigns. 


a.  Determine  what  training  is  needed  by  indi- 
vidual employees. 


b.  If  possible,  prepare  a written  schedule  for 
training  employees. 


(1)  Plan  the  schedule  so  that  employees 
will  be  properly  trained  before  major 
operations  begin, 

(2)  Try  to  set  a definite  time  for  train- 
ing the  employee — in  what  operations 
on  what  days  at  what  time.  Unless 
you  set  a time,  you  may  not  get  the 
training  done, 

(3)  As  a general  rule,  each  session  should 
not  exceed  an  hour  and  there  should 
not  be  more  than  tw)  sessions  a d^. 

It  is  a good  idea  to  break  for  a few 
minutes  after  half  an  hour, 

(U)  If  possible,  begin  with  simple  operations. 
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TRAINING  rJ  PROCEDURES  AND  OPERATIONS 


VvTIAT  TO  KNai  OR  DO 
(Steps ) 

VUIAT  IS  INVOLUTED 
( I terns ) 

2.  (Cont.) 

(5)  Don't  try  to  cover  too  much  ground  too 
quickly. 

3*  Prepare  a breakdown 
for  the  operation  in 
v;-hich  the  employee 
is  to  be  trained. 

a. 

Divide  the  operation  into  steps, 

(1)  Each  step  should  cover  a particular 
thing  the  employee  must  knov^  or  do  in 
performing  the  operation. 

(2)  List  steps  in  the  order  in  which  the 
work  is  done. 

b. 

If  a t-wo-column  Job  breakdown  (similar  to 
the  form  used  in  these  guides)  is  avail- 
able, use  it. 

(1)  In  using  such  a breakdown,  divide  into 
two  or  more  parts  any  step  that  takes 
up  more  than  half  a page  and  present 
each  part  separately. 

U,  Prepare  sample  forms. 

a. 

When  feasible,  fill  out  a sample  of  each  form 
involved  in  the  operation,  using  an  actual 
case  if  possible.  These  are  called  John  Doe 
forms. 

b. 

Divide  each  form  into  a number  of  short 

parts  and  treat  each  as  a SEPARATE  STEP, 

This  is  important. 

5*  Get  ready 

a. 

Have  on  hand  all  necessary  materials,  blank 
forms,  etc,,  so  that  you  won’t  have  to  stop 
in  the  middle  to  go  get  something. 

b. 

Sit  on  the  same  side  of  the  desk  as  the  em- 
ployee , 

c. 

Put  a new  employee  at  ease  by  a friendly 
opening  and  an  expression  of  confidence. 

Page  38 


10-17-55 


TRAINING  IN  PROCEDURES  AND  OPERATIONS 


WHAT  TO  KNa/  OR  DO 
(Steps) 


5.  (Cont.) 


6,  Develop  interest  in 
the  work. 


a. 


WHAT  IS  INVOLVED 
( Items ) 


Don't  permit  interruptions  unless  urgent.  It 
is  impossible  to  do  effective  training  when 
there  are  frequent  interruptions. 


Explain  briefly  the  general  background,  pu]>- 
pose,  and  importance  of  the  operation  and  its 
relationship  to  the  program  as  a whole  and  to 
other  jobs  in  the  offices. 


b.  Explain  how  it  affects  farmers  and  the  State 
or  Commodity  Office, 


c.  Explain  how  the  employee's  work  contributes 
to  the  program.  Show  him  that  his  work  is 
important • 


7,  Explain  the  use  of 
the  breakdown  and 
the  John  Doe  forms. 


a.  Explain  in  advance  that  the  breakdown  and  the 
John  Doe  fonns  are  used  to  help  you  present 
the  steps  in  the  proper  order  and  without 
overlooking  anything, 

b.  Explain  that  copies  vdll  be  given  the  employee 
at  the  end  of  the  session, 

(l)  The  employee  should  not  have  copies  of 
the  breakdown  or  the  John  Doe  forms  be- 
fore him  during  the  training  sessions, 
as  they  wxild  distract  his  attention. 


8,  Present  the  first 
step. 


a.  Tell  the  employee  what  the  first  step  is  and 
what  is  involved  in  it, 

b.  If  the  step  involves  doing  something,  show 
the  employee  how  to  do  it  whenever  possible, 

(1)  in  showing,  be  sure  you  ai'e  facing  in 
the  same  direction  as  the  employee,  so 
that  he  doesn't  see  the  demonstration 
backwards, 

(2)  Stress  each  item  involved  in  doing  the 
step  correctly. 
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TRAINING  AND  PROCEDURES  IN  OPERATIONS 


WHAT  TO  KNCM  OR  DO 


WHAT  IS  INVOLVED 


(Steps) 


( Items ) 


8.  (Cent.) 


(3)  Point  out  common  errors  and  things  it  is 
important  not  to  do. 


(U)  Point  out  any  special  knacks  or  informa- 
tion that  will  help  the  employee  do  the 
job  skillfully. 


c,  ■'(Yhenever  possible,  explain  itiy.  If  an  employee 
understands  the  reason  for  an  operation,  he 

is  more  likely  to  remember  it  and  do  it  cor- 
rectly, 

d.  Each  step  is  a learning  unit. 


9.  Have  the  employee 
tell  back. 


a.  After  you  have  explained  the  first  step,  ask 
the  employee  to  explain  it  back  to  you. 

(1)  Be  sure  to  e.  plain  to  the  employee  in 
advance  that  the  purpose  of  the  tell- 
back  is  to  make  certain  you  have  ex- 
plained the  step  or  the  operation 
clearly,  as  well  as  to  help  him  remember, 

(a)  If  you  do  not  explain  this  in  ad- 
vance, the  employee  may  resent  being 
asked  to  tell  back, 

(2)  You  will  often  find  that  the  employee 
has  a different  understanding  of  your 
meaning  than  you  intended, 

b.  If  the  step  involves  doing  something,  have 
the  employee  perform  the  operation  and  tell 
you  what  he  does  and  why  (if  pertinent)  as 

he  does  it, 

(1)  In  the  case  of  a foim,  give  the  employee 
a blank  form  and  explain  how  to  fill  out 
the  first  part  (see  step  U b above), 

(2)  Have  the  enployee  fill  out  that  part  and 
tell  what  he  does  as  he  fills  it  out. 
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TRAINING  IN  PROCEDURES  AND  OPERATIONS 


9. 


WHAT  TO  KNOIV  OR  DO 


(Cont. ) 


(Steps ) 


(3) 


THAT  IS  INVOLVED 
( I terns ) 


Cwer  the  reiriair.ing  parts  in  the  sane 
way. 


10.  Present  the  remain- 
ing steps. 


c.  The  tell-back  is  essential  for  rapid  and  ac- 
curate learning. 


a.  YGien  the  first  step  is  clearly  understood, 
proceed  to  the  next,  and  so  on. 


b.  Don't  present  more  than  the  ern|oloyee  can  di- 
gest at  one  time. 


11.  Review  the  steps 
covered  in  the 
session. 


c.  Attempting  to  teach  too  much  too  fast,  con- 
fuses the  eraplo^/ee,  makes  him  tense,  and  pre- 
vents him  from,  learning  quickly  and  accurately. 


a.  The  last  thing  each  session  go  over  the  steps 
covered, 

b.  Take  each  step  and  ask  the  employee  to  ex- 
plain briefly  what  is  involved  in  it. 


(1)  Often  the  step  can  be  turned  into  a 

question,  for  example,  "What  documents 
are  sent  to  the  Commodity  Office?"  or 
"How  do  you  post  to  the  CL  U?" 

c.  This  review  is  important.  It  not  only  helps 
fix  the  material  in  mind  but  also  discloses 
steps  the  employee  does  not  fully  understand 
or  remember, 

(1)  At  the  same  time,  the  review  helps  the 
employee  to  see  how  the  steps  tie  to- 
gether, 

d,  Mark  any  steps  on  which  the  employee  is  weak. 
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TRAINING  IN  PROCEDURES  AND  OPERATIONS 


12. 


WHAT  TO  KNOT  OR  DO 


(Steps) 

Have  the  employee 
study  the  material 
covered. 


a. 


WHAT  IS  INVOLVED 
( Items ) 

At  the  end  of  each  session,  give  the  employee 
a copy  of  the  breakdown  (if  any)  or  procedures 
and  John  Doe  forms  covered  up  to  that  point 
and  ask  him  to  study  them  before  the  next  ses- 
sion. 


(1)  Ask  him  to  give  particular  attention  to 
any  steps  on  which  he  is  weak. 


13  • Review  the  previous 
session. 


a.  If  the  employee  has  not  yet  begun  doing  the 
work,  at  the  next  session  mention  briefly 
the  steps  covered  in  the  previous  session. 


b.  Review  in  detail  any  steps  on  vrtiich  the  em- 
ployee was  weak  in  the  review  at  the  end  of 
the  previous  session. 


lit.  Try  out  performance. 


c.  Then  proceed  to  new  material. 


a.  Have  the  enqjloyee  begin  work  on  the  operation 
under  close  supervision. 


b.  Ask  him  what  questions  he  has. 


c.  Check  the  work  the  first  few  times  he  does 
it  and  correct  errors. 


(1)  Continue  checking  from  time  to  time 
until  you  know  that  he  knows, 

d.  If  he  is  unsure  about  any  part  of  the  opera- 
tion, give  him  further  training  in  that  part, 

e.  Be  sure  he  knows  where  to  go  for  help  and 
tell  him  not  to  be  afraid  to  ask  for  it  if 
he  needs  it, 

f.  Remember  that  a little  encouragement  and 
recognition  help  a lot. 
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TRAINING  IN  PROCEDURES  AND  OPERATIONS 


15. 


WHAT  TO  KNOT  OR  DO 


( Steps ) 

Train  groups  of 
employees • 


a* 


VfflAT  IS  INVOLVED 
(Items ) 


The  same  method  can  be  used  Ydth  small 
groups . 


b.  Have  one  employee  tell  back  what  is  involved 
in  the  first  step,  another  tell  back  the 
second,  and  so  on,  in  order  to  get  active 
participation  by  everyone  in  the  group. 

c.  If  the  employees  will  all  be  performing  the 
same  operation,  have  each  person  in  turn  do 
the  job  while  the  others  observe. 


d.  If  the  group  is  meeting  for  a full  day, 
probably  not  over  an  hour  in  the  forenoon 
and  an  hour  in  the  afternoon  should  be  spent 
in  intensive  step-by-step  presentation  and 
tell  back. 


16,  Principles  of  learn- 
ing involved. 


e.  Check  the  performance  of  each  employee  on  the 
job. 


a.  The  more  ways  in  v^iich  a thing  is  learned, 
the  better  it  is  remembered. 


b.  In  the  method  suggested  above,  the  things  to 
be  learned  are  heard,  told  back,  done  (if  pos- 
sible), and  read.  The  use  of  the  muscles 
(kinesthetic  sense)  in  telling  back  and  do- 
ing reinforce  the  senses  of  hearing  and  sight. 
This  speeds  up  the  learning  process. 

c.  Attempting  to  learn  a complex  procedure 
through  reading  by  oneself  is  often  a for- 
midable and  discouraging  unoertaking.  The 
method  suggested  gives  the  employee  needed 
help  in  this  task. 
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SUBSECTION  2.  ORIENTING  NE\'/  EI.(PLOYEF^ 


1. 


YUIAT  TO  KNOvV  OR  DO 


( Steps ) 


Get  the  eraployee  off 
to  a good  start. 


a 


V/HAT  IS  INVOLVED 
( Items ) 


Remember  that  a nevf  employee  is  likely  to  feel 
confused  and  unsure  of  himself.  You  can  prob- 
ably remember  hov/  you  felt  on  similar  occa- 
sions, Accordingly: 


2,  Introduce  the  new 
employee  to  all 
other  employees  in 
the  office. 

3.  Have  a short  talk 
with  the  employee. 


(1)  Don’t  try  to  tell  the  employee  very  much 
the  first  day  or  two.  He  is  in  the  posi- 
tion of  adjusting  to  a new  situation  and 
is  not  in  a state  of  mind  to  remember 
lengthy  explanations  or  instructions. 

(2)  Try  to  make  him  feel  that  this  is  a good 
place  to  work  and  that  you  are  glad  to 
have  him. 

(3)  Go  out  of  your  vmy  to  be  friendly  and  to 
give  him  encouragement  and  a feeling  of 
confidence  in  himself. 

b.  It  has  been  found  that  if  the  employee  is 
badly  confused  at  the  beginning  or  gets  the 
impression  that  the  office  is  unfriendly  or 
not  interested  in  him,  it  may  actually  inter- 
fere with  his  doing  a good  job  for  some  time 
to  come. 


a.  This  should  be  done  by  the  office  manager. 


a.  If  he  will  work  under  another  employee,  tliat 
person  should  be  present. 


b,  5ee  that  the  employee  knows  clearly  who  his 
supervisor  is. 

(1)  Encourage  him  to  discuss  with  his  super- 
visor any  questions  he  may  have. 

c.  Explain  briefly  the  purpose  and  operation  of 
the  program  the  employee  will  work  on. 
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ORIENTING  NEVI  EMPLOYEES 


3. 


Wl-IAT  TO  KNOVk^  OR  DO 
( Steps ) 


WHAT  IS  INVOLVED 
( Items ) 


(Cont • ) 


d.  Explain  briefly  what  his  job  is. 


e.  If  the  job  is  hazardous,  explain  what  the  maj- 
or hazards  are  and  tiy  to  get  him  to  be  safety 
conscious . 

f.  Explain  about  hours,  pay  days,  breaks,  etc. 

g.  It  is  a good  plan  to  ask  one  of  the  other  em- 
ployees to  show  him  where  forms,  files,  sup- 
plies, etc.,  are  located,  help  him  to  get  ac- 
quainted, and  answer  questions. 


U.  If  the  employee  was 
hired  for  a permanent 
position,  have  a sec- 
ond discussion  with 
him  a few  days  later. 


a.  Explain  the  purpose  and  nature  of  the  various 

j programs  carried  on  by  the  office. 

I 

i b.  Explain  how  his  job  relates  to  those  of  the 

j other  employees. 

I 

c.  Explain  in  some  detail  what  his  job  is  and 

what  he  is  responsible  for.  If  a written 

statement  of  duties  has  been  prepared,  dis- 
cuss it  with  him. 


d.  Make  it  clear  that  he  will  be  required  to 
help  on  any  operation  as  necessary. 

e.  Point  out  the  effect  of  errors  on  farmers, 
on  the  office,  and  on  other  offices. 


f.  Discuss  office  policies  and  standards. 

g.  Find  out  whether  the  employee  has  any  ques- 
tions or  is  uncertain  about  anything. 


h.  Try  to  build  up  a feeling  of  pride  in  the 
office  and  its  work. 


5.  Follow  up. 


a.  Check  up  rather  frequently  at  first  to  see 
if  he  is  getting  along  all  right,  what  prob- 
lems he  is  running  into,  and  what  help  you 
can  give  him. 


Page  I4.6 


10-17-55 


SECTION  7.  SUPERVISING  EMPLOYEES 


1. 


Vmi  TO  KNCV<'  OR  DO 


( Steps ) 

What  supervision  in- 
volves 


a. 


b. 


WHAT  IS  INVOLVED 
( Items ) 

Supervision  is  the  art  of  getting  good  work 
done  by  other  people. 

^ good  work  is  meant: 

(1)  Doing  the  work  correctly. 

(2)  Doing  it  on  time. 

(3)  Tuming  out  a satisfactory  amount  of  work. 


2.  Prerequisites  for 
effective  super- 
vision: 


a.  The  office  must  be  well  organized. 

b.  The  work  must  be  carefully  planned. 


c.  Employees  must  be  trained  so  that  they  know 
how  to  do  the  work  correctly. 


3. 


Give  clear  instruc- 
tions and  assignments. 


a.  Think  through  your  instructions  before  you  give 
them. 


b.  Be  sure  employees  know  WHAT  is  to  be  done,  HO?? 
it  is  to  be  done,  WHEN,  and  WHERE, 

(1)  When  feasible,  set  a target  date  for  com- 
pletion of  a Job,  or  work  out  a timetable 
indicating  when  different  phases  of  an 
operation  should  be  completed, 

c.  Whenever  feasible,  explain  WHY — the  purpose  or 
objective  of  the  operation  and  lAiat  is  to  be 
accomplished  by  it, 

(1)  A person  will  usually  have  more  interest 
in  a Job  and  often  will  be  able  to  perform 
it  more  intelligently  and  effectively  if 
he  knows  its  purpose. 


10-17-55 


Page  U7 


SUPERVISING  EMPLOYEES 


3. 


VmAT  TO  KNO(Y  OR  DO 
(Steps) 


(Cent. ) 


d. 


WHAT  IS  INVOLVED 
( Items ) 


Put  instructions  in  writing  if  they  are  such 
that  it  will  be  difficult  for  the  employee 
to  remember  what  is  to  be  done  or  if  the  job 
is  one  that  will  need  to  be  done  repeatedly. 


(1)  Brief  step-by-step  instructions  cover- 
ing a particular  job  can  be  posted  on 
or  near  the  employee's  desk. 


e.  After  giving  an  assignment  or  other  instruc- 
tions, it  is  a good  plan  to  ask  the  employee 
to  tell  you  in  his  own  words  his  understand- 
ing of  what  he  is  to  do. 

(1)  Often  you  will  find  he  has  a sonewhat 
different  understanding  of  what  is  to 
be  done  than  you  intended. 

f.  Don't  change  instructions  or  assignments 
unnecessarily. 

(1)  As  a general  rule,  try  to  let  an  em- 
ployee finish  the  job  he  is  on  before 
starting  him  on  a new  one.  But  let 
him  know,  as  he  nears  the  end  of  one 
task,  that  there  is  another  one  wait- 
ing. 


g.  Uncertainty,  lack  of  decisiveness,  exces- 
sive delay,  or  vagueness  in  giving  instruc- 
tions tends  to  confuse  employees  and  lessens 
their  respect  for  you  as  a supervisor. 

(1)  At  the  same  time,  unnecessarily  detailed 
instructions  vhich  cover  things  the  em- 
ployee is  competent  to  work  out  nimself 
also  tend  to  cause  irritation  and  les- 
sen respect. 


U.  Give  employees  a share 
in  discussing  -viiat  is 
to  be  done  and  how  to 
do  it. 


a.  As  a general  principle,  employees  will  do 
better  work  and  have  more  interest  in  their 
jobs  if  they  have  a part  in  discussing  what 
is  to  be  done  and  some  degree  of  freedom  in 
determining  how  to  do  their  jobs. 
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SUPERVISING  EMPLOYEES 


WHAT  TO  KNCM  OR  DO 
( Steps ) 


U.  (Cont.) 


VfflAT  IS  INVOLVED 
(Items) 

Regular  weekly  staff  meetings  of  the  manager 
and  employees  can  be  very  useful  if  carefully 
planned  and  handled. 


(1)  Such  meetings  can  be  useful  even  in  a 
small  office, 

(2)  Staff  meetings  can  be  used  to  let  each 
employee  know  what  the  other  employees 
and  the  manager  are  doing,  to  see  where 
their  work  is  interrelated  and  any  points 
at  which  it  needs  to  be  coordinated,  to 
plan  what  needs  to  be  done,  to  review 
work  progress,  and  to  discuss  common 
problems , 


c.  Before  beginning  a major  job,  call  in  the 
employees  concerned. 


(1)  Very  often  they  can  contribute  good 

ideas  as  to  how  to  do  the  -work  more  ef- 
ficiently. 


(2)  Be  sure  they  understand  the  purpose  of 
the  job, 

(3)  Let  them  discuss  how  it  should  be  done. 


(U)  If  there  is  not  general  agreement  on  -what 
is  to  be  done  and  how,  issue  clear  in- 
structions, 

d.  From  time  to  time,  get  employees  together  to 
discuss  the  methods  used  to  do  the  work  and  how 
they  could  be  improved  and  to  consider  any  prob- 
lems* 

e.  Participation  in  the  task  of  running  the  office 
helps  to  develop  good  morale,  a spirit  of  team- 
work, and  interest  in  the  job. 


5 • Follow-up . 


a.  Make  sure  that  what  needs  to  be  done  is  done 
and  that  instructions  are  carried  out, 

b.  Spot  check  work  periodically  to  see  if  it  is 
being  done  correctly. 
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SUPERVISING  EMPLOYEES 


WHAT  TO  KNC\V  OR  DO 


(Cont, ) 


( Steps ) 


(1) 


WHAT  IS  INVOLVED 
( Items ) 

This  can  often  be  done  in  cooperation 
with  the  employee  whose  work  is  being 
checked. 


(2)  Such  a check  should  not  be  made  without 
the  employee's  knowledge,  as  this  is 
likely  to  cause  resentment. 


c.  While  it  is  essential  to  follow  up,  it  is 
important  not  to  oversupervise.  Employees 
do  better  work  if  the  supervisor  doesn't 
breathe  down  their  necks  too  closely. 


d.  The  manager  must  strike  a balance  between 
not  following  up  enough  and  follovdng  up 
too  much.  The  degree  of  follow-up  needed 
will  vary  with  different  employees. 


6.  Review  each  employee's 
work  YO-th  him  from 
time  to  time. 


a. 


b. 


Discuss  each  employee's  work  with  him 
periodically. 

Tell  him  in  what  respects  he  is  doing  a good 
job  and  point  out  areas  of  possible  improve- 
ment. 


c.  Ask  him  if  there  are  any  problems  or  other 
matters  he  would  like  to  discuss. 


7 • Correct  unsatisfac- 
tory work. 


d.  If  the  employee  -works  under  another  employee 
as  supervisor,  the  latter  should  either  con- 
duct the  discussion  or  be  present. 


a.  If  an  employee  is  not  doing  satisfactory 
work,  do  not  criticize  him  or  bawl  him  out. 

(1)  Criticism  tends  either  to  strengthen 
and  confirm  the  employee's  existing 
unsatisfactory  work  habits  or  to  de- 
velop new  ones. 

b.  Get  all  the  pertinent  facts. 

(1)  Sometim.es  it  will  be  found  that  the  em- 
ployee does  not  have  the  information 
or  tools  necessary  to  do  a satisfactory 
job. 
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SUPERVISING  EMPLOYEES 


WHAT  TO  KNaV  OR  DO 
(Steps ) 


7.  (Cont.) 


c, 

d. 


VfflAT  IS  INVOLVED 
( Items ) 

C2)  Poor  lighting,  uncomfortable  chairs,  or 
other  unsatisfactory  equipment  may  be 
responsible. 

(3)  Ask  yourself  whether  the  difficulty  is 
due  to  something  you  have  failed  to  do, 
such  as  not  giving  clear  instructions 
or  adequate  training. 

Discuss  unsatisfactory  work  with  an  employee 
only  when  no  one  else  is  present. 

Always  begin  with  a question  about  the  un- 
satisfactory work. 


(1)  If  there  is  something  you  can  commend 
the  employee  for  or  if  his  work  on  the 
whole  has  been  good,  mention  that 
first, 

(2)  Then,  for  example,  you  might  say: 

”I  notice  you  have  been  having  a little 
trouble  with  the  expense  account  re- 
cently, I thought  it  would  be  a good 
plan  to  sit  down  and  discuss  it  and, 
in  particular,  I wanted  to  ask  if  you 
have  any  questions  about  how  it  should 
be • prepared,” 

(3)  Do  not  phrase  the  question  in  such  a way 
that  it  is  actually  an  accusation  or 
criticism, 

(I4,)  Sometimes  you  will  find  that  some  unex- 
pected condition,  such  as  illness  at 
home  or  some  other  situation  you  didn't 
anticipate,  is  responsible.  By  starting 
with  a question  you  can  often  avoid  em- 
barrassment to  yourself, 

e.  Give  the  employee  ample  opportunity  to  talk. 

(1)  Often  this  will  bring  out  the  real  reascn 
for  the  difficulty,  which  may  be  very 
different  than  the  apparent  cause. 
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SUPER'/ISINC  EMPLOYEES 


7 


VmAT  TO  KNOT/  OR  DO 


( Cont  • ) 


(Steps) 


(2) 


V/HAT  IS  INVOLVED 
( Items ) 


Try  to  understand  the  employee's  feel- 
ings and  opinions. 


f.  Don't  get  angry'  or  argue  (this,  of  course, 
is  a lot  easier  to  say  than  do).  The  moment 
you  lose  your  temper,  you  have  lost  the  ad- 
vantage. 


g.  Fit  the  action  to  the  employee, 

(1)  Try  to  get  at  the  root  of  the  matter; 
otherrd-se  the  problem  ■will  probably 
recur  shortly, 

(2)  Schedule  further  training  if  it  is 
necessary, 

(3)  Make  sure  the  employee  understands  •what 
he  is  supposed  to  do  and  how  he  is 
supposed  to  do  it, 

(U)  Express  yourself  clearly  and  force- 
fully, but  avoid  sarcasm,  abuse,  or 
criticism, 

(5)  Close  the  intemrie'w  pleasantly  and 
help  restore  the  employee's  self- 
confidence,  Offer  to  help  in  any 
■way  you  can, 

h.  In  ■the  case  of  an  employee  who  has  re- 
curring difficulty  in  relations  with 
others,  but  is  competent  in  other  re- 
spects, it  may  help  to  listen  understand- 
ingly  to  him  from  ■time  to  time  in  private, 

(1)  In  such  a discussion  do  not  ■tell  the 
employee  how  to  solve  his  difficulties 

or  sympathize  about  them,  or  give  him 

advice,  LISTEN,  and  show  ■that  you 

understand  what  he  is  saying, 

(2)  Criticism  of  such  an  employee  is  wholly 
ineffectual  and  tends  to  aggravate  the 
difficulty  by  removing  needed  support. 
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SUPERVISING  EMPLOYEES 

V/HAT  TO  KNQV  OR  DO  : 
( Steps ) 

WHAT  IS  INVOLVED 
( Items) 

7.  (Cont.) 

C3)  Any  uncertainty  as  to  what  the  enployee 
is  responsible  for  in  relation  to  other 
employees  or  other  conditions  vhich  tend 
to  make  him  feel  insecure  or  unsure  of 
himself  will  also  aggravate  the  diffi- 
culty. 

i.  An  employee  whose  work  is  not  satisfactory 
should,  if  possible,  be  assigned  other  work 
which  he  can  do  satisfactorily. 

(1)  If  this  is  not  possible  and  if  the  em- 
ployee's work  cannot  be  brought  up  to 
a satisfactory  standard  after  careful 
effort  is  made  to  help  him,  he  should 
not  be  retained. 

8,  Establish  office 
rules  if  necessaiy. 

a.  Set  a good  example  yourself. 

b.  If  abuses  arise,  act  promptly  to  stop  them. 

c.  In  such  cases,  it  may  be  a good  plan  to  have 
the  employees  themselves  prepare  for  the 
manager's  approval  a few  simple  rules  govern- 
ing work  in  the  office,  including  such  matters 
as  being  on  time,  breaks,  personal  telephone 
calls,  etc. 

d.  Many  county  offices  allow  a ten  minute 
break  in  the  forenoon,  and  again  in  the 
afternoon. 

(1)  If  this  is  done,  one  or  more  employ- 
ees should  always  remain  in  the  office 
to  wait  on  callers  and  answer  tele- 
phones . 

9»  Develop  high  morale* 

a.  Give  employees  a share  in  discussing  what 
is  to  be  done,  as  suggested  above.  This 
will  probably  contribute  more  to  high  morale 
than  any  one  other  factor. 

b.  Show  appreciation  for  a job  well  done.  Be 
liberal  with  encouragement  whenever  possible. 
Give  credit  to  your  eciployees  rather  than 

i taking  it  yourself. 

10-17-55 


Page  53 


SUPERVISING  EflPLOYEES 


WHAT  TO  KNOF^  OR  DO 
i^teps) 


9.  (Cont.) 


WHAT  IS  INVOLVED 
(Items ) 


Develop  interest  and  pride  in  the  work. 


(1)  The  work  of  the  ASC  county  offices  is  im- 
portant to  the  welfare  of  fanners  and  the 
nation  as  a whole. 

(2)  Discuss  with  employees  the  objectives  of 
the  p2*ograins,  ifdiy  they  were  adopted,  and 
what  they  are  intended  to  accomplish, 

(3)  Show  employees  that  they  have  a vital 
part  in  carrying  on  these  programs. 


d.  Develop  team  spirit. 

(1)  There  is  a great  difference  between  a 
group  of  persons  operating  individusQ.  ly 
and  the  same  group  operating  as  a team, 

(a)  The  main  characteristic  of  a team 
is  that  it  has  a common  purpose 
and  cooperates  to  achieve  that 
purpose. 


(b)  At  the  same  time,  the  members  of 
the  team  have  a feeling  of  close- 
ness and  warmth  toward  each  other, 

(2)  How  to  develop  a team  with  a spirit  of 
responsibility,  cooperation,  and  good 
feeling  is  something  that  each  manager 
has  to  discover  for  himself.  The  atr- 
titude  and  example  of  the  manager  is  one 
of  the  most  important  factors  involved. 


(3)  Activities  performed  as  a group,  such 
as  staff  meetings  and  handling  rush 
jobs  in  an  assembly-line  fashion,  can 
help  to  develop  a team, 

(U)  It  is  very  important  for  employees  to 
be  kept  generally  informed  about  the 
operation  of  the  office  as  a whole  and 
the  work  of  the  manager.  If  employees 
are  so  inforaed,  it  will  often  help  them 
to  avoid  an  error  or  to  handle  some  mat- 
ter more  effectively. 
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SUPERVISING  EMPLOYEES 


WHAT  TO  KNOT/  OR  DO 


9*  (Cont.) 


(Steps) 


e. 


1/VHAT  IS  INVOLVED 
( Items ) 

lHake  sure  that  working  conditions  are  as  sat- 
is facto  ly  as  possible. 


10,  Take  a real  interest 
in  the  welfare  of 
your  employees. 


f.  Try  to  make  the  office  an  enjoyable  place  in 
which  to  work. 


a.  Research  indicates  that  supervisors  who  are 
not  only  concerned  about  making  a good  pro- 
duction record  but  also  think  of  employees 
as  individual  human  beings  and  take  a genuine 
interest  in  their  welfare  tend  to  achieve 
greater  output  than  supervisors  whose  main 
emphasis  is  on  production. 


b.  Help  your  employees  to  develop  their  abil- 
ities, One  of  the  best  ways  to  do  this  is 
to  give  them  responsibility. 


c.  Stand  behind  your  employees. 


d.  Don't  blame  an  employee,  or  let  him  take  the 
blame,  for  a mistake  you  made.  Be  willing 
to  admit  your  mistakes, 

e.  Let  your  employees  know  as  soon  as  possible 
of  any  changes  that  will  affect  them.  It 
is  better  to  tell  employees  that  changes 
are  under  consideration  than  to  leave  them 
in  uncertainty  and  subject  to  the  distor- 
tions of  imagination  and  rumor, 

f.  Listen,  This  isn't  as  easy  as  it  sounds. 
Often  it  is  more  effective  for  a supervisor 
to  listen  than  to  talk, 

g.  Deal  fairly,  without  favoritism  or  the  ap- 
pearance of  favoritism.  Don't  make  promises 
you  can't  carry  out, 

h.  Recognize  differences  in  interests,  moti- 
vation, and  abilities  among  employees. 

Make  the  best  possible  use  of  the  abilities 
of  each  employee. 
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SUPERVISING  EmOYEES 


VIHAT  TO  KNaV  OR  DO 
( Steps ) 


10.  (Cont.) 


1* 


WH/iT  IS  INVOLVED 
(Items) 


Help  the  employee  to  feel  that  he,  ss  an  indi- 
vidual, is  valuable,  that  his  contribution  to 
the  v/ork  of  the  office  is  appreciated,  and 
that  he  is  a vital  part  of  sane  thing  larger 
than  himself. 


Try  to  put  yourself  in  the  emploj^ee's  place. 
Treat  him  vdth  the  same  consideration  and 
respect  you  would  want  if  your  positions 
were  reversed. 


k.  ?/hile  the  manager  should  have  a genuine  in- 
terest in  his  employees  as  persons,  he  must 
nevertheless  retain  his  position  and  authority 
as  manager. 
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SECTTO'  8.  OFFICE  LAYOUT,  SUPPLIES,  AND  EQUIPMENT 


V;PiAT  TO  KNaV  OR  DO 
( Steps ) 

1,  Importance  of  layout. 


2,  Arrange  the  office 
so  as  to  promote 
efficient  operation. 


TOT  IS  INVOLVED 
( Items ) 

a.  Good  layout  makes  it  easier  to  get  the  work 
done, 

(1) ,  If  the  office  is  not  arranged  conven- 

iently, each  employee  may  have  to  take 
more  steps  and  spend  more  time  in  do- 
ing his  trork  than  should  be  necessary, 

(2)  This  may  not  appear  to  have  much  ef- 
fect on  any  one  task,  but  the  total 
effect  on  the  output  of  the  office  may 
be  considerable, 

b.  If  the  office  is  crowded  or  some  other  con- 
dition interferes  with  efficient  operation, 
see  if  the  situation  can  be  remedied  by 
better  layout  or  other  improvements, 

(l)  If  not,  discuss  with  the  fieldman  the 

question  of  getting  better  office  space. 


a.  Layout  must  necessarily  be  adjusted  to  avail- 
able space  and  the  size  and  operations  of  the 
office, 

b.  When  possible,  it  is  generally  desirable  to 
have; 

(1)  A separate  room  for  waiting  on  the  pub- 
lic, 

(2)  A main  work  room  as  free  as  possible 
from  interruptions, 

(3)  An  office  for  the  manager. 
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OFFICE  LAYOUT,  SUPPLIES,  AND  EQUIPMENT 


2. 


VfflAT  TO  KNCTi?  OR  DO 


WHAT  IS  INVOLVED 


(Steps) 


(Cent,) 


(a) 


(Items) 


As  a rule,  the  manager  should  not 
have  his  desk  immediately  behind 
the  counter,  as  the  constant  in- 
terruption will  make  it  extremely 
difficult  for  him  to  plan  opera- 
tions and  perform  the  other  mana- 
gerial duties  for  which  he  is  hired. 


(b)  At  the  same  time,  the  manager 
should  be  readily  accessible  to 
fairoers  when  needed.  He  should 
make  it  a rule  to  talk  with  a suf- 
ficient number  who  come  into  the 
office  so  as  to  be  very  familiar 
with  their  problems  and  views  about 
the  programs • 


(U)  A conference  room  for  committee  and 
other  meetings  if  sufficient  space  is 
available. 


3.  Provide  a counter. 


c*  If  partitions  cannot  be  installed,  it  is 
sometimes  possible  to  use  a row  of  file 
cases  or  movable  stands  made  of  wall  board 
to  give  the  effect  of  separate  rooms. 

d.  See  Exhibit  5 at  the  end  of  this  section. 


a.  Have  a counter  at  least  two  feet  in  width 
and  long  enough  to  accomodate  without  crowd- 
ing the  maximum  niunber  of  clerks  y&io  may 
wait  on  the  public  at  peak  periods. 


b.  Have  a gate  at  the  end  of  the  counter. 

c.  Have  shelves  under  the  counter  for  keeping 
a supply  of  forms  needed  in  waiting  on 
farmers . 

d.  Provide  stools  if  otherwise  employees  who 
wait  on  the  counter  woiild  have  to  stand  for 
long  periods. 
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OFFICE  LAYOUT,  SUPPLIES,  AND  EQUIPMENT 


WHAT  TO  KNOT  OR  DO 


WHAT  IS  INVOLVED 


(Steps) 


( Items ) 


3 . ( Cont • ) 


U«  Arrange  desks  and 
equipment. 


e*  If  in  a very  small  office  there  is  no  counter, 
a clerk  should  be  placed  to  meet  farmers  as 
they  come  in.  Be  sure  they  are  not  left  in 
uncertainty  as  to  where  to  go  to  be  waited  on. 


a.  See  that  there  is  enough  space  around  desks 
and  other  equipment  so  as  to  permit  easy 
movement. 


b.  Do  not  place  desks  facing  windows  or  with 
the  backs  tightly  against  a wall. 

c.  Employees  who  work  together  should,  if  pos- 
sible, have  their  desks  near  each  other. 

d.  Place  files  and  other  equipment  as  close  as 
possible  to  those  who  use  them  most. 


(1)  It  may  sometimes  be  desirable  to  move 
folders  as  the  work  changes. 


5.  Check  layout. 


a.  One  way  to  check  office  layout  is  to  prepare 
a rough  sketch  of  the  arrangement  (present 
or  proposed). 

(1)  On  this,  draw  lines  to  show  ydaere  em- 
ployees have  to  walk  in  doing  particular 
jobs  or  to  show  how  a particular  fonn 
will  travel  from  one  desk  to  another. 

(2)  Then  see  if  the  layout  can  be  improved 
so  as  to  minimize  travel  and  reduce  or 
eliminate  backtracking  or  crisscrossing. 

(3)  See  Exhibit  6 at  the  end  of  this  section. 

b,  in  large  offices  the  use  of  templates  may  be 
helpful  in  planning  layout. 

(1)  Templates  are  cutouts  of  standard  of- 
fice furniture  on  a scale  of  l/U  inch 
equals  1 foot.  A supply  of  teroolates 
can  be  obtained  from  the  State  Office. 
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OFFICE  LAYOUT,  SUPPLIES,  AND  EQUIPI^UT 


WHAT  TO  KNCVf  OR  DO 
(Ste[)S ) 

5.  (Cont.) 


6,  Watch  the  lighting. 


VfflAT  IS  INVOLVED 
( Items) 

(2)  Prepare  a floor  plan  of  the  office  on  a 
scale  of  l/U”  to  a foot  and  fasten  to  a 
piece  of  insulation  board. 

(3)  Arrange  templates  until  the  best  layout 
is  obtained.  Fasten  templates  with  pins. 

c.  Check  layout  on  and  around  each  desk. 

(1)  Study  the  layout  of  materials  and  equip- 
ment on  or  near  each  desk  to  see  if  they 
can  be  rearranged  in  such  a way  as  to 
make  the  work  easier  or  more  efficient, 
'feterials  used  frequently  should  be 
within  easy  reach. 

(2)  A small  box  with  shelves  for  forms 
which  can  be  placed  on  or  near  desks 
may  be  helpful, 

d.  Review  office  layout  once  a year.  This  re- 
view can  be  made  in  a joint  discussion  with 
employees  to  obtain  any  suggestions  they  may 
have. 


a.  As  a general  guide,  one  U-tube  U8"  fluorescent 
fixture  for  each  60  square  feet  of  space  in 
each  room  will  give  about  30  foot  candles  of 
light  at  desk  height.  The  local  electric 
company  will  usually  test  lighting  with  a 
light  meter  and  advise  on  proper  lighting, 

b.  See  that  employees  doing  close  work — for  ex- 
ample, using  a planimeter — are  in  the  best 
naturally  lighted  area.  For  planimeter  work 
there  should  be  not  less  than  50  foot  candles 
of  light. 


7,  V/atch  ventilation  and 
heating. 


! a.  Poor  ventilation  causes  drowsiness,  discora- 
I fort,  and  fatigue,  resulting  in  lower  output. 
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OFFICE  LAYOUT,  SUPPLIES,  AND  EQUIPMENT 


WHAT  TO  KNOV;  OR  DO 
( Steps ) 


7.  (Cont.) 


V/HAT  IS  INVOLVED 
( Items ) 

Partitions  vhich  are  open  a foot  or  so  at  the 
bottom  and  several  feet  at  the  top  can  some- 
times be  used.  They  interfere  less  with  move- 
ment of  air  than  solid  partitions. 


c.  In  offices  having  ventilating  or  heating  prob- 
lems, such  as  a room  without  an  outside  win- 
dow or  cold  spots  in  winter,  it  is  sometimes 
possible  to  take  relatively  simple  steps  to 
remedy  the  situation,  Windows  should  be 
equipped  with  Venetian  blinds  when  necessary 
for  proper  ventilation  and  lighting, 

(1)  If  the  State  Office  wishes,  such  prob- 
lems may  be  referred  to  Administrative 
Services  Division,  CSS,  for  technical 
advice.  If  this  is  done,  a sketch  show- 
ing location  of  walls,  windows,  doors, 
radiators,  desks,  etc,,  should  be  sub- 
mitted. 


8,  Obtain  and  maintain 
equipment  needed  for 
efficient  operation. 


a.  It  is  poor  economy  to  use  equipment  -which 
is  not  suited  to  the  job, 

b.  Survey  present  equipment  and,  over  a period 
of  time,  try  to  ob-bain  the  equipment  needed 
to  do  the  work  in  an  efficient  and  economical 
manner,  within  budge-bary  limitations  and  in 
accordance  -with  State  Office  requirements. 


c.  Give  proper  care  to  equipment  and  see  that 
machines  are  serviced  regularly. 


d.  Train  employees  in  the  operation  of  equip- 
ment. 


(1)  Often  manufacturers'  or  distributors' 
representatives  -will  give  free  in- 
struction in  the  proper  use  of  machines 
which  -bhey  sell, 

e.  Maintain  proper  accountability  records  of 
equipment. 
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OFFICE  LAYOUT,  SUPPLIES,  AND  EQUIPI/IEN 


8. 


V/HAT  TO  KKOVJ  OR  DO 


(Steps) 


(Cent , ) 


f. 


I'VHAT  IS  niVOLVID 
( Items ) 


Once  a year  make  a check  to  determine  vfhether 
there  is  any  equipment  that  is  no  longer  needed. 
If  so,  take  steps  to  dispose  of  it. 


(1)  Move  into  storage  space  things  ■vftiich  are 
used  infrequently. 


9.  Keep  the  office  in 
a neat  and  orderly 
condition. 


a.  Keep  files,  supplies,  and  equipment  in  good 
order, 

b.  Mark  boxes  and  packages  of  supplies  so  that 
any  item  needed  can  be  found  readily, 

(1)  Make  a periodic  check  (say,  quarterly 
or  semi-annually)  and  order  all  needed 
supplies  at  that  time,  Follovr  State 
Office  instructions. 

c.  Have  a place  for  equipment  and  keep  it  in  its 
place, 

d.  See  that  the  office  is  kept  clean. 
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EXHIBIT  5 


THIS  AREA  CAN  BE  USED  FOR 
COUNTY  COMMITTEE  AND  OTHER 
MEETINGS. 
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OFFICE  WITH  MANAGER  AND  FOUR  REGULAR  CLERKS 

This  exhibit  is  intended  only  to  illustrate  a possible  layout  for  an  office  this  size. 
Layout  will  necessarily  have  to  be  adjusted  to  available  space.  When  the  number  of 
fanners  coming  into  the  office  is  light,  there  might  be  only  one  clerk  behind  the  counter 


EXHIBIT  6 


USE  OF  SKETCH  TO  CHECK  OFFICE  UYOUT 


A sketch  of  this  kind  may  be  helpful  in  checking  present  or  proposed  arrangement  of  desks, 
files,  equipment,  etc.  For  this  purpose,  the  sketch  does  not  need  to  be  made  to  scale.  Lines 
are  used  to  show  where  employees  have  to  walk  In  doing  particular  Jobs  or  to  show  movement 
of  papers  from  one  desk  to  another. 


The  sketch  above  would  Indicate  that  the  following  changes  should  probably  be  made: 

1.  The  ACP  clerk  and  the  head  loan  clerk  should  exchange  places,  so  that  the  head  loan  clerk 
and  the  assistant  loan  clerk  would  sit  next  to  each  other. 

2.  Loan  files  should  be  moved  so  as  to  be  as  convenient  as  possible  to  the  loan  clerks.  The 
farm  folder  file  should  be  brought  as  close  as  possible  to  the  ACP  clerk  and  the  acreage 
allotment  and  marketing  quota  clerk. 

8.  Each  girl  should  have  a copy  of  the  procedures  for  which  she  Is  primarily  responsible, 
except  that  the  head  loan  clerk  and  the  assistant  loan  clerk  might  share  one  set  of  loan 
procedures  between  them. 

4.  Aerial  photographs  should  be  placed  so  as  to  be  as  convenient  as  possible  to  the  ACP 
clerk  and  the  acreage  allotment  and  marketing  quota  clerk. 
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SECTION  9.  FILES  AND  RECORDS 


WHAT  TO  KNOW  OR  DO 
(Steps) 


1.  Mail 


WHAT  IS  INVOLVED 
( Items ) 


Date  stamp  incoming  mail. 


b.  See  that  incoming  mail,  including  proce- 
dures, is  reviewed  promptly  and  necessary 
action  taken. 


2.  Keep  procedures  up 
to  date. 


a.  Procedures  should  be  kept  in  looseleaf 
binders . 

b.  Label  each  binder  to  show  idiat  it  contains. 
What  is  called  a slip-on  ring  binder  label 
holder  can  be  used  for  this  purpose, 

c.  Keep  procedures  up  to  date  at  all  times. 
You  cannot  operate  efficiently  or  accu- 
rately if  this  is  not  done. 

(1)  See  that  revised  pages  are  inserted 
and  superseded  pages  removed  pronptly 
upon  receipt, 

(2)  When  checklists  are  supplied  the 
county  office,  check  carefully  to 
make  sure  that  all  the  material 
listed  is  actually  on  file  and  that 
superseded  material  has  been  removed, 

(3)  If  instructions,  such  as  a State 
Office  memorandum,  are  received 
which  affect  a procedure,  make  a 
note  in  the  margin  of  the  procedure. 
Show  date  and  source  of  such  instruc- 
tions. 

d.  Keep  one  master  set  of  procedures, 

(1)  Assign  definite  responsibility  to 
someone  in  the  office  for  maintain- 
ing this  set. 
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FILES  AND  RECORDS 


WH/.T  TO  KNOW  OR  DO 
( Steps ) 

2 . ( Cont . ) 


WHAT  IS  INVOLVED 
(Items) 


See  that  employees  have  close  at  hand 
copies  of  procedures  which  th^  use  fre- 
quently , 


3.  See  that  records  and 
papers  are  filed 
promptly. 


a.  File  records  promptly.  If  papers  are  al- 
lowed to  pile  up  on  top  of  cabinets,  con- 
siderable time  will  be  wasted  in  searching 
for  what  is  wanted.  Experience  shows  that 
this  may  seriously  reduce  the  efficiency 
of  the  office,  as  well  as  increase  the 
danger  of  losing  documents , 


b.  In  rush  periods,  there  is  a temptation  to 
let  filing  go.  However,  even  at  such  times 
it  will  pay  to  keep  files  up  to  date, 

c.  It  may  help  to  follow  the  practice  of  filirig 
papers  either  at  the  end  or  at  the  beginning 
of  the  day  or  at  some  other  regular  time 
each  day, 

d.  In  large  offices,  it  may  be  desirable  to 
assign  responsibility  for  filing  to  one 
clerk, 

e.  Bnployees  should  not  keep  in  their  desks 
papers  that  should  be  in  files , 

(1)  Keeping  such  materials  in  desk 

drawers  frequently  causes  difficul- 
ties, particularly  when  the  employee 
3.n  whose  desk  they  are  located  is 
absent. 


U,  As  a general  rule,  do 
not  file  more  than  one 
year's  material  in  one 
folder. 


a.  Except  in  the  case  of  files  kept  on  a 
continuing  basis  (such  as  personnel 
files  for  individual  employees),  it  is 
usually  best  to  file  not  more  than  one 
year's  material  in  one  folder. 
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FILES  AND  RECORDS 


WHAT  TO  KNOW  OR  DO 
(Steps) 


k,  (Cont.) 


WHAT  IS  INVOLVED 
( Items ) 


When  this  plan  is  followed,  papers  can  be 
found  more  quickly. 


c.  Considerable  time  is  saved  in  disposing 
of  old  records. 


5,  Keep  file  cabinets 
and  folders  in  good 
shape , 


6,  Use  some  type  of 
follow-up  file. 


a.  Label  drawers  to  show  what  is  in  them, 

b.  As  a general  rule,  arrange  papers  in 
chronological  order  in  each  folder,  with 
the  most  recent  papers  on  top. 

c.  Keep  papers  straight.  Don't  let  them 
extend  beyond  the  edges  of  the  folder, 

d.  When  there  will  be  only  a limited  number  of 
papers  in  a folder,  do  not  use  fasteners, 

e.  Don't  overload  folders.  When  a folder  gets 
fviU  start  a new  one, 

(1)  Show  dates  covered  on  the  old  folder 
and  date  on  which  new  folder  was 
started, 

(2)  File  new  folder  in  front  of  old  one. 


a.  Follow-up  is  a basic  principle  of  good 
management  and  a mark  of  a good  manager. 

(1)  The  purpose  of  follow-up  is  to  see  that 
instructions  are  carried  out,  that 
things  idiich  are  supposed  to  be  done  by 
a certain  time  are  done,  and  that  neces- 
sary matters  are  not  overlooked. 

b,  A follow-up  system  can  free  you  from  the 
effort  of  trying  to  keep  in  mind  numerous 
things  that  have  to  be  done  at  a certain 
time.  You  can  depend  on  the  follow-up 
system  to  remind  you  at  the  proper  time. 
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WHAT  TO  KNOW  OR  DO 
(Steps) 

6 , ( Cont  • ) 


WHAT  IS  INVOLVED 
(Items) 

c.  Examples  of  how  a follow-up  system  can  be 
used: 

To  insure  a systematic  effort  to  collect 
loan  deficiencies  or  other  amounts  due. 

To  see  that  supplies  ordered  are  delivered 
before  th^  are  needed. 

To  remind  yourself  to  get  ready  for  a 
meeting  to  be  held  at  a certain  date,  to 
see  someone  about  something,  and  so  forth* 

To  make  sure  that  action  required  by  a 
certain  date  is  taken  on  time. 

d.  A follow-up  system  is  not  intended  as  a 
substitute  for  a reports  calendar  or  a 
schedule  or  time  table  for  cariying  out 
a program. 

e.  The  simplest  follow-up  system  consists  of 
jotting  down  notes  on  a desk  calendar. 

(1)  This  method  has  its  limitations  when 
there  are  a considerable  number  of 
items  for  follow-up. 

f.  Standard  follow-up  file. 

(1)  Have  31  folders  with  the  tabs  numbered 
in  order  beginning  with  1. 

(2)  When  any  matter  arises  which  will  need 
to  be  followed  up,  make  a note  of  it 
on  a sheet  of  paper  and  mark  the  date 
for  follow  up  in  the  upper  right 
comer. 

(a)  If  an  extra  copy  of  the  letter  or 
document  involved  (if  any)  is 
available,  it  may  be  used  instead 
of  making  a note. 
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WHAT  TO  KNOW  OR  DO 
(Steps) 

6 , ( Cent . ) 


7.  See  that  old  records 
are  disposed  of  as 
soon  as  permissible. 


WHAT  IS  INVOLVED 
( Items) 


(3)  Have  a clerk  file  daily  in  the  proper 
folder  the  material  marked  for  follow- 
up. That  is,  if  a sheet  is  marked  for 
follow-up  on  the  18 th,  put  it  in  the 
folder  numbered  18, 

(h)  Each  morning  have  the  clerk  take  the 
material  out  of  the  folder  for  that 
day  and  put  it  on  the  manager's  desk, 

(a)  If  there  is  anything  marked  for  a 
later  month,  the  clerk  should 
put  it  back  in  the  folder, 

(5)  Try  to  clear  the  file  when  a reply  is 
received  or  other  action  taken  before 
the  follow-up  date, 

(a)  For  example,  if  a copy  of  a letter 
notifying  a farmer  that  a payment 
is  due  has  been  placed  in  the 
follow-up  file  and  payment  is 
received  before  the  follow-up  date, 
remove  the  copy  from  the  follow-up 
file, 

g.  When  the  number  of  matters  requiring  follow- 
up is  not  large,  some  managers  use  one 
folder  for  each  program  instead  of  using 
the  31-folder  system  suggested  in  item 

f. 


a.  Old  records  should  be  gotten  rid  of  each 
year  as  soon  as  they  become  eligible  for 
disposal.  Follow  State  Office  instructions, 

b , This  will : 

(1)  Make  more  space  available  in  the  office, 

(2)  Make  additional  file  cabinets  or  drawers 
available , 

(3)  Save  time. 
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WHAT  TO  KNOW  OR  DO 
(Steps) 

WHAT  IS  INVOLVED 
(Items) 

7 • ( Cont . ) 

c.  Report  what  has  been  disposed  of  in  accord- 
ance with  instructions. 

8.  See  that  obsolete 
blank  forms  are 
disposed  of  promptly. 

a.  Follow  instructions  from  the  State  Office, 

Page  70 


10-17-55 
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1. 


WHAT  TO  KNCW  OR  DO 
(Steps) 


General. 


a. 


WHAT  IS  INVOLVED 
(Items) 


This  section  deals  with  informing  farmers 
about  provisions  of  and  rights  \mder  avail- 
able ASC  programs.  Efficient  administra- 
tion of  these  programs  requires  effective 
dissemination  of  pertinent  factual  informa- 
tion. 


b.  In  each  State,  the  State  Committee  and  the 
State  Extension  Director  have  discussed 
arrangements  for  keeping  farmers  adequately 
informed  about  ASC  programs.  County  offices 
should  operate  in  conformity  with  these 
arrangements. 


2,  Woik  with  the  county 
extension  agent. 


a.  The  State  and  County  Extension  Services,  as 
the  educational  arm  of  the  Department  of 
Agriculture,  are  responsible  for  aiding  in 
the  dissemination  of  factual  information 
regarding  national  agricultural  programs. 


b.  Discuss  with  the  county  agent  the  task  of 
giving  farmers  necessary  information  about 
ASC  programs  and  the  means  he  has  available 
for  reaching  farmers — ^mailings,  radio  pro- 
grams, meetings,  etc. 

c.  Work  out  >4ith  him  ways  in  which  you  can 
cooperate  to  give  farmers  information  they 
need  to  have  about  ASC  programs, 

d.  Supply  the  county  agent  with  basic  program 
information  which  he  can  use. 

(1)  Put  the  county  agent  on  the  mailing 
list  to  receive  copies  of  general 
notices  and  other  material  sent  to 
farmers  by  the  county  office. 
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2. 


WHAT  TO  KNOW  OR  DO 
(Steps) 


( Cont , ) 


e. 


WHAT  IS  INVOLVED 
( Items ) 


The  suggestions  mentioned  below  should  be  car- 
ried out  through  or  in  cooperation  with  the 
county  agent  to  the  fullest  extent  possible. 
For  example,  in  some  counties  the  local 
radio  station  has  assigned  time  to  the 
county  agent  for  regular  broadcasts  of 
matters  of  interest  to  farmers.  Often  he 
arranges  with  other  agricultural  agencies 
to  take  part  in  these  broadcasts.  Similar 
arrangements  may  exist  with  local  editors. 


3.  Keep  county  and 

community  committee- 
men informed  about 
ASC  programs. 


a.  Helping  explain  programs  to  fanners  is  an 
important  function  of  committeemen. 

b.  Some  managers  send  a monthly  newsletter  to 
county  and  community  committeemen  contain- 
ing such  information  as  announcements  of 
new  programs,  changes  in  programs,  new 
policies,  program  reminders,  and  deadline 
dates,  general  program  activities  in  the 
county  and  State,  etc, 

c.  Use  your  ingenuity  to  develop  other  means 
of  keeping  committeemen  interested  and 
informed. 


li.  Work  with  the  local 
editor  or  editors. 


5*  Give  radio  and  TV 
talks  if  local 
stations  are  avail- 
able. 


a.  Discuss  with  the  local  editor  how  to  get 
necessary  information  to  farmers  throu^  his 
paper, 

b.  Prepare  articles  for  use  in  the  local  paper 
or  prepare  basic  information  for  the  editor, 
dqj ending  upon  arrangements  with  him. 


a.  Join  with  the  county  agent  and  other  local 
agricultural  agencies  in  a regular  agricul- 
tural broadcast  if  time  can  be  obtained, 

b.  Discuss  with  radio  station  officials  the 
type  and  style  of  material  desired  by  the 
station. 
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► 


WHAT  TO  KNOW  OR  DO 
( Steps  ) 


5.  (Cont.) 


WHAT  IS  INVOLVED 
( Items ) 


Encourage  committeemen  and  famers  to 
participate  in  radio  and  TV  programs. 


d.  If  you  do  not  like  to  give  talks,  try 
having  discussions  with  the  county  agent 
or  a member  of  the  county  committee. 
Sometimes  these  discussions  can  be  recorded 
on  tape  in  advance. 


e.  Feed  spot  annoxmcements  to  stations  as 
appropriate. 

f.  Arrange  through  the  county  agent  to  partici- 
pate in  any  radio  or  TV  schools  arranged  by 
the  State  Extension  Service.  These  schools 
can  help  you  do  a better  job  on  the  air. 


6,  Talk  to  local  meet- 
ings of  other  organ- 
izations . 


a.  Explain  ASC  programs  at  local  meetings, 
civic  and  other  club  luncheons,  etc., 
particularly  those  attended  by  farmers  or 
persons  who  deal  with  famers, 

b.  Arrange  to  talk  at  meetings  which  the 
county  agent  sponsors, 

c.  Encourage  county  and  commiinity  committee- 
men to  talk  at  such  meetings. 


7 , Mail  mimeographed 
letters  or  circu- 
lars to  famers. 


a.  Use  only  for  essential  infomation  such  as 
how  allotments  are  determined,  opening  and 
closing  dates  for  ACP  signup,  available 
ACP  practices,  elections,  loan  rates,  etc. 

b.  Enclose  such  letters  with  allotment  notices 
or  other  general  mailings  to  famers  when 
possible, 

c.  Keep  letters  and  circulars  short, 

d.  Use  questions  and  answers  or  other  ways  to 
make  them  interesting. 
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8. 


WHAT  TO  KNOW  OR  DO 


( Steps ) 


Use  •'over-the-counter” 
contacts  as  a method 
of  informing  farmers. 


a 


# 


WHAT  IS  INVOLVED 
( Items ) 

Train  employees  to  check  with  farmers 
while  they  are  in  the  office  to  see  whether 
there  are  other  items  of  business  which  can 
be  handled  at  the  same  time^  or  other  pro- 
grams on  idaich  they  wish  infoiroation. 


b.  Prepare  brief,  sin5)le  statements  explaining 
each  program  and  make  available  to  farmers 
who  call  at  the  office, 

(1)  Use  question  and  answer  form  or  list 
practices,  requirements,  etc,,  in 
1,  2,  3 order. 


(2)  Such  statements  can  also  be  used  in 

other  ways,  for  example,  in  connection 
with  newspaper  and  radio  work, 

c.  Provide  a bulletin  board  near  the  counter 
and  post  in^jortant  and  current  information. 
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V;HAT  to  KNOl'^  OR  DO 
(Steps) 


WHAT  IS  INVOLVED 
(Items) 


1.  Build  public  confi- 
dence. 


a.  Try  to  build  a high  degree  of  public  confidence 
in  the  county  office. 

b.  Things  that  help  to  develop  confidence: 


(1)  Play  square  and  keep  your  word. 

(2)  Explain  programs,  reasons,  objectives. 

Try  to  see  that  farmers  and  others  con- 
cerned understand  what  we  are  trying  to 
accomplish  through  the  programs,  how  they 
operate,  and  vhy  it  is  necessary  for 
farmers  to  comply  with  certain  require- 
ments . 

(3)  Be  cordial,  courteous  and  helpful. 


c.  If  you  can  build  strong  public  confidence, 
you  will  find  that  over  a pe  rlod  of  time 
it  will  make  your  work  a good  deal  easier 
and  more  satisfying. 


2 . Callers . 


a.  Treat  people  as  you  would  like  to  be  treated. 

(1)  Take  an  interest  in  the  caller's  prob- 
lems and  tiy  to  look  at  things  from  his 
point  of  view. 

(2)  Be  sure  you  really  understand  what  his 
problem  is  before  you  t ry  to  tell  him 
what  can  or  can't  be  done  about  it. 

(3)  Speak  pleasantly,  as  you  would  to  a 
friend;  smile.  Avoid  seeming  to  be 
abrupt  or  curt. 

(U)  Be  careful  not  to  give  people  the  im- 
pression that  you  think  you  know  more 
than  they  do  or  are  doing  them  a favor 
by  waiting  on  them. 
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VfflAT  TO  KNOV^  OR  DO 
( Steps ) 

2.  (Cont,) 


WH/T  IS  INVOLVED 
(Items ) 

(5)  Try  to  remember  people's  names  and  greet 
them  by  name.  In  trying  to  remember 
names: 

(a)  Be  sure  you  know  what  the  caller's 
name  is.  If  you  didn't  hear  it 
distinctly,  ask  him  to  repeat  it, 

(b)  Write  the  name  down, 

(c)  Connect  the  name  with  the  person's 
face.  In  order  to  do  this  you  have 
to  look  at  his  face  so  as  to  see  it 
distinctly, 

(d)  Use  the  name  several  times  in  speak- 
ing to  him, 

(e)  Sometimes  you  can  associate  the 
person  with  something,  for  example, 
the  way  he  signs  his  name,  the  cii>- 
cumstances  involved  when  you  first 
waited  on  him,  the  type  of  farm  he 
operates,  and  so  on, 

b.  Wait  on  callers  promptly, 

(1)  If  you  are  waiting  on  someone  and  another 
caller  comes  in,  recognize  him  at  once. 

Say  "I'll  be  with  you  in  a minute"  or  nod, 

(2)  Don't  all  go  out  for  a break  at  one  time, 

(3)  If  for  any  reason  it  is  necessary  for 
everyone  to  be  out  of  the  office  for  a 
while,  be  sure  to  leave  a note  on  the 
door  saying  when  someone  will  be  back, 

c.  Don't  guess.  If  you  don't  know,  find  out. 

If  you  give  a fanner  the  wrong  answer,  it  may 

seriously  inconvenience  him  or  cause  him  to 

lose  money, 

d.  Explain  how  and  why— don't  just  ssy , "Sign  here. 
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WHAT  TO  KNOW  OR  DO  \ 

(Steps) 

WE(IT  IS  INVOLVED 
( Items ) 

2.  (Cont.) 

(1) 

Take  time  to  explain  step  by  step  to  a 
farmer  how  his  allotment  was  computed  or 
how  a deficiency  on  his  loan  was  calcu- 
lated. Then  ask  him  if  he  is  satisfied 
it  is  correct. 

(2) 

If  possible,  explain  the  reasons  vhy  a 
thing  must  be  done  a certain  way. 

(3) 

If  a farmer  wants  to  do  something  that 
can't  be  done  under  the  regulations,  ex- 
plain— don't  just  say  "You  can't  do  that 
End  by  saying,  "I'm  sorry  we  can't  do 
that  for  you"  or  something  similar. 

(U) 

Use  language  the  farmer  understands.  If 
you  have  to  use  words  vh  ich  he  may  not 
understand,  explain  idiat  they  mean  in 
simple  language. 

e • Don ' 
them 

t brush  people  off  or  try  to  get  rid  of 
in  a hurry. 

f*  If  a caller  gets  angry,  try  to  remain 

pleasant  and  he  vd.ll  probably  calm  down. 

(1) 

If  you  show  irritation,  you  are  im- 
mediately at  a disadvantage  and  the 
caller  is  almost  certain  to  become 
angrier  still. 

(2) 

Try  not  to  argue. 

(3) 

Encourage  the  caller  to  tell  you  why 
he  is  angry  so  you  can  correct  the 
matter  or  clear  up  any  misunderstand- 
ing, Let  him  get  the  matter  off  his 
chest. 

(ii) 

It  may  help  to  remember  that  he  isn't 
angry  at  you  but  most  likely  at  the 
"Government."  It  may  also  help  to  talk 
with  the  other  employees  about  how  to 
handle  people  who  are  angry. 

(5) 

If  a caller  becomes  abusive,  call  the 
office  manager. 
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V/HAT  TO  KNOiV  OR  DO 
( Steps ) 


2.  (Cont.) 


VfHAT  IS  INVOLVED 
(Items) 

Don't  discuss  a confidential  or  embarrassing 
matter  (for  example,  inability  to  pay  an 
amount  due  on  a loan  or  an  apparent  violation 
of  a marketing  quota)  when  other  callers  are 
present.  The  farmer  should  be  invited  to  sit 
down  at  your  desk  or  somewhere  else  where  the 
matter  can  be  discussed  in  private. 


(1)  Likewise,  you  are  under  obligation  not 

to  discuss  such  matters  outside  the  office. 

h.  -If  a caller  comes  in  about  a matter  that  is 
not  handled  by  the  ASC  office,  it  is  your 
responsibility  to  refer  him  to  the  proper 
agency. 

(1)  If  you  are  not  sure  what  agency  handles 
the  matter,  telephone  to  make  sure, 

(2)  If  the  person  whom  the  caller  should 
see  is  some  distance  away,  telephone  to 
make  sure  he  will  be  in, 

(3)  It  is  a good  plan  for  the  manager  to 
have  representatives  of  other  agri- 
cultural agencies  come  in  and  explain 
what  matters  they  are  responsible  for. 

This  will  help  employees  to  refer 
callers  correctly. 


3.  Phone  calls. 


a.  The  rules  of  courtesy,  as  discussed  in  re- 
spect to  callers,  also  apply  to  phone  calls, 

b.  Answer  promptly. 

c.  Identify  the  office  in  answering  the  phone, 

d.  Speak  in  a pleasant  tone  of  voice.  The 
caller  may  form  a good  or  bad  opinion  of 
the  office  depending  on  whether  or  not  your 
voice  sounds  friendly. 

e.  If  it  will  take  some  time  to  get  information 
requested,  tell  the  person  you  will  call  back. 


Page  78 


10-17-5^ 


MEETING  AND  DEALING  WITH  THE  PUBLIC 


WHAT  TO  KNOW  OR  DO 


WHAT  IS  INVOLVED 


(Steps) 


( Items ) 


3*  (Cent.) 


f • If  you  say  you  will  do  something,  jot  it  down 
so  you  won't  forget  it. 

g.  If  a call  is  about  a matter  which  is  handled 
by  another  agency,  explain  what  agency  is  re- 
sponsible. If  you  aren't  sure,  check  by  phone 


U.  Letters . 


a.  Answer  letters  promptly — the  same  day  they  are 
received,  if  possible. 


(1) 

If  a letter  can 't  be  answered  immediately 
acknowledge  it. 

b.  Give 

the  information  requested. 

(1) 

Before  you  sign  a letter,  read  the  in- 
coming letter  again  and  see  if  you  have 
given  the  information  asked  for.  Quite 
often  you  may  find  that  you  have  not 
given  the  specific  information  requested. 

(2) 

At  the  same  time,  avoid  going  into  an  in- 
volved, technical  discussion  when  all 
the  writer  wants  is  a simple  answer. 

c.  Write  so  the  reader  can  readily  understand 
you. 

(1) 

Avoid  using  words  he  probably  doesn't 
understand. 

(2) 

Use  short  sentences. 

(3) 

Use  short  paragraphs. 

(U) 

Give  enough  explanation  to  make  the 
meaning  clear. 

d.  If  you  have  to  require  some  action  or  say  "no" 
to  a request,  explain  carefully  wty  this  is 
necessaiy.  ^y  taking  care  to  explain,  you 
may  save  a good  deal  of  time  and  trouble  in 
the  long  run. 
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WHAT  TO  KNCW  OR  DO 


WHAT  IS  INVOLVED 


( Steps ) 


(Items) 


U.  (Cont.) 


5*  Visits  to  farmers. 


e.  Take  a genuine  interest  in  the  writer's  prob- 
lems and  try  to  look  at  the  matter  in  question 
from  his  point  of  view. 

(1)  Before  you  send  the  letter  ask  yourself 
Tfdiether  you  have  been  as  courteous  and 
helpful  as  you  would  want  to  be  if  you 
were  talking  to  him  in  person. 

(2)  Check  to  see  if  you  have  avoided  using 
language  which  may  seem  to  criticize 
or  which  sounds  abrupt  or  curt. 


a.  Greet  the  farmer  by  name,  tell  him  your  name, 
and  say  that  you  are  from  the  county  office. 

b.  If  the  farmer  does  not  understand  the  work 
you  are  doing  or  its  purpose,  take  time  to 
explain  it  to  him. 

(1)  Work  out  with  the  county  office  manager 
in  advance  a brief,  clear  explanation 
of  vhat  is  required  of  the  fanner  aid 
the  reason  or  purpose  it  serves. 

c.  If  the  farmer  becomes  angry,  try  to  remain 
pleasant^  don't  argue. 

d.  If  the  fanner  refuses  to  cooperate,  you  may 
need  to  remind  him  that  what  you  are  doing 
is  required  bj'^  law  or  by  the  regulations  of 
the  Department.  Don't  raise  your  voice. 

e.  If  you  are  threatened,  leave  without  argu- 
ing and  report  to  the  county  office  manager. 

f.  If  a farmer  takes  a dislike  to  an  employee 
who  calls  on  him,  it  may  be  best  to  have 
someone  else  see  him  if  further  visits  are 
necessary. 


Many  of  the  ideas  in  this  section  were  suggested  in  a discussion  with  the 
girls  in  the  ASC  Office,  Macon  County,  Illinois, 
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